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I Orrgrn of the Salvadoran Labor Management Foundatron (FOES) 

In 1990, AFL-Clots Amerlcan lnstltute for Free Labor Development (AIFLD), 
operating under ~ t s  cooperatwe agreement wl th USAID/EI Salvador, provlded 
support to the Salvadoran Labor Management Foundation (FOES) to strengthen 
indigenous unions and worker's assoclatlons and thelr relatlonshlps wl th 
management Although program support was provlded lnltlally by AIFLD, FOES 
assumed ful l  responslblllty for ~ t s  program under the terms of the Trust Fund 
Agreement slgned wlth USAID/EI Salvador In 1992 Under this agreement FOES 
was allocated elghty (80) million colones (U S $10 mllllon) The Trust Fund 
Agreement slgned by FOES and USAID/EI Salvador establrshed the following 
program areas 

FOES institutional Development 

A Development Program for Worker Organlzatlons 

Development of Labor-Management Cooperation 

I 1  Purpose of Evaluatron and Methodology 

Management Sclences for Development, Inc (MSD), was contracted to 
conduct a mld-term evaluatlon of FOES activltles under the Trust Fund Agreement 
and, spec~f~cally, to appraise the hkehhood of achlevlng project objectlves and 
to ldentrfy elements constralnlng its actlvltles 

MSD's evaluatlon was based on a review of primary documents and survey 
data, as well  as site visits, questionnaires and lntervlews wlth labor, business and 
private sector leaders In E l  Salvador famll~ar wlth the orlglns of FOES and its 
activltles 

I I I Frnd~ngs and Conclus~ons 

A. Strategy Assessment 

One of the prlnclpal findings of thls evaluatlon i s  that FOES' strategy has had 
a slgniflcant impact In its ability to achleve the objectlves of the Trust Fund 
Agreement FOES' strategy has been to dedlcate a slgnlflcant amount of time and 
resouic6s ti5 tnst1rmjon-buM$n""3fi~QfdBr fo strengthen worker organ~zations *'This 
approach has begri f o ~ ~ f i i v l d - " a " A ~ ~ ~ & n ~ S e  of the Foundat~on's ab l l~ t y  to dellvery 
resources to the benef~c~ary organlzat~ons 

The Evaluation Team belleves that FOES' strategy IS approprrate to the extent 
that ~t recognizes the need to prepare, motlvate and educate low-lncome 
Salvadoran workers to enable them to use resources more effectively FOES' 
strategy has not been effective in delivering resources to Intended project 
beneflciarles, however, due to the fact that the project has focused primarily on 
lnstltution bullding In the flrst two years of existence Thus, FOES encounters the 
fo l low~ng organizatlonal d~lemma should FOES focus on lnstitutlonal develop- 



4 ' ment and delrver fewer resources or, aiternatlvely, should FOES focus on resource 
delrvery and risk the long-term sustarnab~lity of the project? 

B Component I lnstrfutional Development 

The Evaluatron Team found that FOES has been successful In developrng 
mechan~sms to upgrade the partrcrpatlon of workers and thelr assoclatlons In 
plannlng and lmplementrng socro-economlc development projects 

Other frndlngs under thls component are 

There 1s a general consensus that the FOES' Board of Directors 
aoes not ~nc lude suffrclent representation from prlvate sector 

especrally from management (empresarro) organlzatlons 
Thus, although FOES has conducted several labor management 
rn~t~atrves, the labor management component has been generally 
not emphasized In the first two years of the project - The lack of 
labor management lnrtlatrves IS also due to the drffrcult polrtlcal 
environment experrenced In E l  Salvador d u r ~ n g  the last decade 

Although FOES has conducted numerous tralnlng actrvltles, both In- 
country and outslde E l  Salvador, FOES' rnrtlatrves In trarnrng ~ t s  
own staff, 8s well as those of benefrcrary organlzatrons, have been 
constrained by th:e lack of an overall tra~nrng strategy 

Although FOES has demonstrated that its p lann~ng capac~ty can be 
effectwe ( I  e l  plannlng and coordrnatrng the preparatron of eleven 
(1 1) development plans wlth beneflcrary organrzatrons (rncludlng 
the preparation of three addltronal development plans at the tlme 
of the evaluatron), there are deflclencles In FOES' overall plannrng 
capaclty These deflcrencles are reflected In uneven workloads 
among staff, w h ~ c h  has had a generally negatrve Impact on the 
work envrronment of the organrzatlon 

Systems and mechanrsms for program admlnlstratlon are developed 
through outsrde consultants Valuable technrcal assistance and 
tralnrng resources have been provlded to FOES and the benefrcrary 
organlzatlons FOES' llmrted experrence i n  managing technical 
assrstanlje contracts, however, has at tlmes resulted r n contractual 
misunderstandrngs. "Del lverables" produced by consu ltrng entrtres 
have sometrmes have been prepared wlthout adequate staff consul- 
tabo$*<esulting *in rnapproprrate procedures-and documentation - 
FOES' should therefore Improve ~ t s  procurement and contract 
management procedures to avo~d contractual m Isunderstand ~ngs 

Although grantees f ~ n d  FOES staff responsive and accessrble, FOES' 
pfoTect "management mechanrsms are cumbersome and have 
contrrbufed to FOES' limited-effectrvenec In dellverlng resources 
to the target p o p u l a t ~ o n ~  



C Componenf 11 Developmenf Program for Worker Organrzations 

FOES has assisted worker organizations in preparing eleven (1 1) development 
plans as well  as in providing them wlth comprehensive packages consisting of 
hardware (personal computers and peripherals), software, technical assistance, 
training and financi had the effect 07"enhancing the ~2 

.SF ,&. 
adminrstrative a [ties of  tfi%se*organizations a t d  
could lea'd'td <el 

- - -  
I " t t - b  

With regard to FOES' program of loans and grants, the evaluation found that 
although FOES ha n place, FOES* r6cZid at preseid 
reflects a"TeryY a 25°kqd~sbur~&ment rate) ~n the 

acem&it of "t am believes that th is  low rate of 
disbursement i s  due to the fact that most resources to date have been expended 
on institutional building activities rather than on increasing resources (in the form 
of loans and grants) to project beneficiaries FOES thus faces a critical 
management issue I the program regarding 
between -I rislXG'27 "- "e-source allocation ' 

\ 

Other findlngs include d . .* 
FOES portfolio 1s not sufficiently diverse and the loan d~stributions 23' 
are uneven, with one association r e ~ e W I a g ~ U ~ ! ~ b f  d . ~ ~ ~ ~ - - - ~ n J - -  tfi8 loans P Tv 
Subgrantee projects are in line with USG pol icies to the extent that 
they support democratization and economic development 

Although FOES has the capabilities to develop any number of 
performance ~ndicators, FOES has not yet developed performance 
indicators to generate statistics, assess project impact and identify 
problem areas Thls i s  largely due to the fact that loans and grants 
were disbursed in late-1 993 and, consequently, the organization 
does not yet have sufficient field results 

D. Componenf 111 lmprovrng Labor-Management Relafrons 

Although FOES has undertaken some labor-management in itiatives, the 
Evaluation Team found that FOES has not effectively supported labor-management 
cooperation activities Mozorover,-there has%een a failure to train key staff in the 
theory and practice of laBbr-rt?an'agerrlekt 't5ooperation or to develop an outreach 
qrogramTw' 

FOES should obtain technical assistance to assist management in 
finding the proper mix between institutional development and 
resource delivery objectwes in the remaining years of the project 

FOES must develop and implement a training $lra"teg~ for-its owm .,, sta%,-pagticularly in the labor-management cooperation area In 
*"1 - 



addition, staff should become re-acquarnted, through train 
sessions, wrth the terms of the Trust Fund Agreement 

FOES' Division on Planning and Operatrons must re-examine 
planning operations and, in particular, its impact on 
~oundation's'work d~stribution and work loads p 

. - .. " 

Ing 

its 
the 

~echn ica l  assistance should be developed in close collaboration 
with Foundation staff Provisions should also be included for 
per iod~c trainlng in the use of contract deliverables such as 
organrzational manuals To the extent feasi ble, USAID/EI_Salvador 
should prov~de-FOES with assistance in_ specla.bzed ahag such as ' 
procuremenFand ?ontract management 

FOES must continue to streamline project management and 
financral procedures, particularly fiscally conservative disbursement 
policies, in order to implement a more effective resource delivery 
system v i s - h i s  the beneficiary organrzations 

FOES should continue to provide technical assistance and training 
to beneficiary organizations This may require a budget line item 
modification since the allocation for professional services 1s almost 

FOES should try to initiate contacts with new federations in order 
to dlverstfy its current loan distributtons - A ~ a * , & d  \*s 3 ly 

As FOES beg~ns to move from institution-building Into a resource 
delrvery phase, the organization must begin to defrne performance 
rndrcators in order to identify problem areas and ensure that 
objectrves are being met 

FOES' Board of Directors should constder a re-structuring of the 
Board of Directors in order to include more representation from 

..,.Yni Yf 

privatewsector-organizations In additron, FOES should organize a 
project Review Comm ittee under the Board of Directors to review 
projects, generate proposals to advance FOES' objectives and 
encourage participation of both management and labor 

FOES must develop as soon as possible a Iab"iiLxanZgement work +- 

plan t o  inolude cooperative models at the plant level 

USAID/EI Salvador should defer action on FOES' proposed 
endowment plan until the Foundation, particularly its Board of 
Directors, i s  re-constituted 

-"=TS"- 

FOES should convene a foru6'on labor-management models with 
the partic~p21idfiz~f local and rntgrnatioKa1 e n t ~ t i e ~  working wrth 
labor managemsrrt.u~ssues, includ~ng returnrng CAPS participants 
and other groups familiar with labor-management cooperation such 
as the National Council of Occupational Safety, the Labor 
Management Foundation Institute for the Constructron Industry, the 
tri-partite Board of Directors for the National Housing Board, the 
tri-partite Board of Directors for the Social Security Institute, and 
the trr-partite National on Minimum Wage 
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LESSONS LEARNED 

The most important lesson learned from the FOES evaluation i s  that NGOs 
Contrnue to Need More Assrstance and Support than Orrgrnally Thought 

A I D began supportrng the development efforts of nongovernment 
organizations (NGOs) approximately 15 years ago Support was provlded to 
organrzatrons with significant community outreach and innovative Ideas Projects 
tended to be small-scale and, consequently, d ~ d  not require a lot of "hand 
hold~ng"  on the part of the donor agencies 

Today, A I D provldes support to NGOs for actlvit~es that are rncreaslngly 
more ambitrous and comprehensrve, oftentrmes encompassrng multisectoral areas 

The lncreaslngly comprehensive, complex, and ambitlous programs currently 
undertaken by NGOs have had a number of ~mpl~cat ions for project design and 
lmplementatlon 

1 Desrgn Implicatrons 

The design of NGO projects oftentimes tends not to reflect the complexrty 
of the programming that NGOs are required to undertake In other words, project 
design tends to be simplistic in comparison to the tasks and responsibilities that 
NGOs are being asked to undertake 

Thus, the des!gneof NGO p r o j e q t ~ ~ g ~ $ L &  e A ~ ~ ~ 4 n ~ $ t s t ~ ~ p ~  flectlng the 
complexity of the programs they are being aske 9 $0 'und6rfaKkW~ -.b e detailed, 
yet flexrble, project designs wi l l  be useful to guide both the USAlD project 
managers and project implementers as we1 l 

2 NGOs' Lack of Famrliarity wrth Donor Agencies 

As NGO programs have gotten more ambrtrous, there i s  an assumption that 
NGOs are familiar with the complex nature of donor agencies In fact, NGOs 
tend not to be familiar or experienced with the complex~ty of large donor 
agencies such as USAID, particularly with its operating procedures This can 
have a srgn~ficant Impact on project effectiveness as i t  leads to misunderstanding 
concerning the krnd of assistance that NGOs can expect from A I D , partrcularly 
in specral ized areas such as procurement and contract management Whereas the 
tendency on the part of the donor agency may be, "It's your project for you to 
implement," the NGO may feel that cons~derably more support should be coming 
from the donor agency 

3 The Horns of the DiIemma 

Organizations recervrng f~nanc~al  support form large donors such as USAlD 
(particularly local organlzatlons recelvlng ass~stance for the f~rst  time), oftentlmes 
find themselves p~nioned between the horns of the dilemma highlighted in t h ~ s  
evaluation that focusing on ~nstrtut~onal development objectives oftentrmes can 



detract from an organrzatron's effectrveness In deliverrng resources to Intended 
benefrcrarres 

Thus, the proper mrx of rnstrtutronal development versus resource dellvery 
IS a c r ~ t ~ c a l  management Issue that NCOs need to resolve, as ~t can have a 
srgnlfrcant rmpact on meetlng project objectrves, as well as on the long-term 
prospects (I e , sustalnabrlrty) of the organrzatlon 
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I .  INTRODUCTION 

A Evaluatron Overvrew/Objectives 

In February 1992, the U S Agency for lnternatronal Development ("USAID") 
Mrssron rn E l  Salvador srgned a Trust Fund Agreement wlth the "Fundacrdn 
Obrero Empresarral Salvadorena" (Salvadoran Labor Management Foundatron, also 
known as "FOES") Management Scrences for Development, Inc ("MSD"), has 
been contracted to conduct a mrd-term evaluatron of FOES actlvltles under the 
Trust Fund Agreement and, specrfically, to appraise the lrkelrhood of achlevrng 
project objectlves and to ldentlfy elements constralnlng ~ t s  actrvrtres 

To thrs end, MSD provlded a two-person team cons~strng of an evaluatron 
speclalrst and an evaluatron advrsor, the team was also assisted by an 
lnternatronal labor adv~sor from USAIDfs Offrce of Democratrc In~tratlves, Bureau 
for Latrn Amerlca and the Carrbbean (LACIODI) F~eld work was conducted rn E l  
Salvador between January 31 and March 9, 1994 

B. MSD's Method and Approach 

MSD's evaluat~on was based on a revrew of prrmary documents and survey 
data, as well as site v~slts and rntervrews w ~ t h  labor, busrness and prrvate sector 
leaders In E l  Salvador fam~lrar wlth the orrgrns of FOES and ~ t s  current actlvrtres 
Four drfferent types of data were gathered in preparing thls evaluat~on of FOES, 
as described rn the followrng sectlons 

1 Review of Primary Documents 

Evaluators conducted a revrew of relevant documentat~on, rncludrng FOES' 
Ac t~on Plans for 1992, 1993, and 1994, frles In USAIDIEI Salvador's Offrce of 
Democrat~c In ltratrves (ODI) pertarnrng to the FOES program, rncludrng the Trust 
Fund Project Agreement, quarterly reports submrtted by FOES, Seml-Annual 
Rev~ews prepared by USAIDIEI Salvador's Offrce of Democratrc ln~t~atrves as well 
as the E l  Salvador Mrss~on's Actron Plan for FY 1994-1 995, self-sufficlency studres 
prepared by FOES staff as well as other studres of self-suffrc~ency developed by 
Freedom House and the Pan Amerrcan Development Foundatron 

2 Self-Assessment Performance Questionnarres 

Interviews and written 'self-assessment' performance questionnaires were 
administered to select FOES managers, staff, and primary affil~ate group managers 
These questionnai res focused on organrzational object~ves, implementation tasks 
and activrt~es The questlonnarres also solrcrted prescrrptive rnformatron for 
Improving FOES' performance on the part of management, staff, and a select 
group of beneficrar~es FOES staff also formulated the~r  own questronnarre armed 
at address~ng ~nstltutlonal development Issues 



3 Beneficiary Group Assessment of FOES 

An assessment of FOES' performance was conducted via worker associat~ons 
directly benef~ting from FOES' programs A group of urban and rural union 
leaders were interviewed and requested to describe the nature and level of FOESt 
techn~cal assistance, training act~v i t~es and interaction, relevant accomplishments, 
and lessons learned 

A fourth category of informat~on involved an assessment of FOES as a 
catalyst for improved communication and col laboration through private and 
public sector organizations involved in Issues and efforts promotrng labor- 
management cooperatlon 

In addition to USAID/EI Salvador staff, knowledgeable members of the 
development community In El  Salvador were ~nterviewed, including 
representatrves of the U S Embassy, the AFL-Clots American Institute for Free 
Labor Development ("AIFLD") and Salvadoran participants who attended a Labor- 
Management Leadership Training meeting under the Central Amer~can Peace 
Scholarship program 

C. FOES' Political and Econom~c Context 

1 Origins of fhe Salvadoran Labor Management 
Foundation (FOES) 

The idea for a Salvadoran labor-management foundat~on evolved from the 
Kissinger Comm~ssion Report that recommended, inter alra, the establ~shment of 
a Central Amerrcan Development Organ izat~on (CADO) to carry out economlc 
and social development programs at the local level throughout Central America 
Based on the notion that business and labor could discover common ground on 
behalf of economic and human resource development objectwes, the organrzatron 
was envisioned as a tripartite regional entity encompassrng labor, business, and 
government 

The concept was glven concrete expression by the AFL-ClO's American 
Institute for Free Labor Development (AIFLD) w h ~ c h  sought to establish a labor- 
management foundation In E l  Salvador to strengthen the capacities of ~ndigenous 
unlons and worker assoclatlons to democrat~cally pursue economlc development 
actlvlties of beneflt to themselves and thelr farnll~es It was also envlsloned that 
thls organization would serve as the means to Improve labor-management 
cooperatron A related objectwe wou Id be to promote sustainable activlt~es 
following initial support from the donor community, particularly from USAlD 

Operating under its cooperat~ve agreement w ~ t h  USAIDIEI Salvador, AIFLD 
In 1990 proceeded to support what was to become FOES, a foundatron with the 
capabil~ty to carry out labor-related social and economlc development programs 
and labor-management cooperatlon inltiatives Accord I ng to the proposal 



submitted by AIFLD, i t  was expected that after a three-year start-up phase "the 
Foundat~on w ~ l l  have matured to become a free stand~ng, Independent Salvadoran 
development e n t ~ t y  " 

2 Trust Fund Agreemen f Objectrves 

As noted above, the Salvadoran Labor Management Foundat~on (FOES) was 
prov~ded support by AIFLD In August 1990 to serve as an ~nd~genous  organlzat~on 
to  p rov~de  assrstance to labor unions and worker assoc~at~ons and to  promote 
cooperat~on between labor and the busmess sector, part~cular ly as the country 
began to emerge from a prolonged perrod of crvrl war It acqu~red legal status 
(personerra jurrdrca) as a foundat~on In June 1991 Although program support 
was provided  nitr rally by AIFLD, FOES assumed ful l  responsrbrl~ty for the program 
under the terms of the Trust Fund Agreement s~gned wrth USAID/EI Salvador In 
1992 Under t h ~ s  agreement FOES was allocated erghty (80) m ~ l l ~ o n  colones 
(approxrmately U S $1 0 mrllron) to Increase the p a r t ~ c ~ p a t ~ o n  of those elements 
In Salvadoran society w h ~ c h  t rad~ t~ona l l y  have had l ~ m ~ t e d  access to  labor- 
a f f~ l~ated soc~al  servlces and self-help development opportun~tres It was 
understood that FOES wou Id take steps to ach~eve self-susta~nab~lrty 

There are three inter-related components establ  shed In the Trust Fund 
Agreement s~gned by FOES and USAIDIEI Salvador 

1 lnstrtutronal Develosment Under thrs component, FOES would  
establish mechan~sms to upgrade part~crpat~on and access for those elements In 
soc~ety w h ~ c h  trad~tronally have had l~mrted access to soc~al  servlces and 
economrc opportun~tres Thrs component was designed to p rov~de  techn~cal  
ass~stance and f ~ n a n c ~ a l  support to strengthen FOES' ~nst r tu t~onal  capab~lrty to 
coord~nate and manage the Project act~vrtres In the other two components 

2 Development Program for Worker Oraan~zat~ons Under the second 
component FOES would ass~st worker organ~zat~ons rn develop~ng organ~zational 
and ~ n d r v ~ d u a l  sk~ l l s  for carryrng out prlorrty projects FOES would make loans, 
and/or grants and provrde techn~cal assistance and t r a ~ n ~ n g  only through a 
comprehensrve and f lex~ble package of ass~stance that would rnclude project 
preparatron, f e a s ~ b ~ l ~ t y  studres, mater~als, techn~cal ass~stance and t rarn~ng 

3 Development of Labor-Management Coo~erat ron FOES would be a 
catalyst In fosterrng commun ~ c a t ~ o n  between labor and management, and then rn 
w o r k ~ n g  w ~ t h  them to develop concrete forms of col laborat~on on projects of self- 
ev~dent  benef~t  to both 

3 FOES and USAID's Prlnclples o f  Par f rc~pa  tory Developmen f 

a Relaf~onshrp to USAID/EI Salvador's Strafegrc Oblectrves 

O n  November 16, 1993, USAID/Washrngton provided gurdelines on estab- 
l ~ s h ~ n g  effect~ve ways to Implement principles of partrcrpatory development 
These p r ~ n c ~ p l e s  were prem~sed on the assumption that there IS n o t h ~ n g  more 
basic to development than partrcrpatron 



, Participation in this context i s  perceived as both the ends and the means 
Scarce resources are to be committed to development projects that broaden 
economic, social and political access, and enable a society to improve the quality 
of l i fe of its people Development approaches, according to the new guidelines, 
must be sustainable These approaches should function in a manner consistent 
with the priorities and values of those who wi l l  have to sustain these efforts after 
the donors have departed 

Support for FOES i s  thus considered a part of the overall U S Government 
commitment for meeting strategic objectives in E l  Salvador which include the 
promot~on of sustainable democratic institutions and practices by strengthening 
citizen participation in decision-making processes More specifical ly, FOES i s  
considered to be a mechanism for promoting the capacities of trade unions to 
respond to worker needs and ensuring access to the dividends of economic 
growth in E l  Salvador FOES i s  also viewed as a vehicle for promoting a labor- 
management cooperation process that could contribute to a climate for "equitable 
growth through an appropriate policy framework for increased private sector 
investments," as noted in the original proposal submitted by AlFLD to USAID/EI 
Salvador requesting support for FOES 

b Relafionshrp to USAID/EI Salvador's Labor 
Program Objectives 

The stated purpose of USAID/EI Salvador's labor program i s  "to strengthen 
the political center of the country, giving support to democratic labor unions and 
to activities aimed at decreasing polarization between labor and management " 
As El  Salvador emerges from a period of prolonged civil strife, FOES i s  vrewed 
as an instrument to the timely acquisition of communication, bargaining, and 
negotiation techniques and their dissemrnation to client groups in labor- 
management communities According to the original proposal, "the task of FOES 
wi l l  be as a catalyst in fostering communication among parts of the two sectors 
and then in working with them, in working out with them, concrete forms of 
collaboration in projects of self-evident benefit to both " 

I I An Assessment of FOES' Sfrafegy and Goals 

Prior to addressing the achievements of FOES under the three components 
of the Trust Fund Agreement, i t  i s  useful to assess the strategy which has guided 
FOES' efforts to date As we shall see, an assessment of this strategy i s  useful 
because i t  provides valuable insights into the approach that FOES has followed 
and the implications that i t  has had In terms of project objectives to date 

In assessing the appropriateness and effectiveness of FOES '  strategy, i t  IS 

useful to begin by addressing the type of strategy adopted by FOES to achieve the 
stated objectives of the Trust Fund Agreement A review of project 
documentation and interviews with key informants reveals that founders of the 
organization considered several options to assist worker organizations such as 
whether FOES should take the approach of a frnance corporation (or frnanc~era), 
a community bank, or a loan guaranty program These options were rejected as 



too complex or llmrted to address the needs of the FOES' cllent groups, i e , low 
Income workers, wlth Ilmlted experience In self-help and democratrc partrcrpatron 
In democratlc declslon makrng processes 

in order to best address benefrclary needs, FOES adopted what can be 
described as a developmentalrst strategy, that IS, an rnstrtutron-burlding strategy 
based on the need to motivate, mobrllze, and educate workers, partrcularly In 
practices of self-help and partlclpatron rn the declslon maklng process lnvolvrng 
soclo-economlc development projects The prlnclpal objective of the strategy IS 

to give lndrvidual workers and organrzatlons not only the means to address baslc 
human needs but, more srgnlfrcantly, to enable them to acquire the necessary 
motrvatlon, self-confidence, knowledge and skllls to become fully partlclpant 
members of the formal sector on a sustarnable basls It IS important to emphasrze 
that thls strategy IS based on the Idea that ~t IS not enough merely to meet baslc 
needs but, more fundamentally, on the need to create and establish sustarnable 
rnstltutrons, rncludrng the concomitant s k ~  l l s  and motlvatlon of ~ t s  lndrvrdual 
members, complemented by the necessary resources to sustaln them after project 
fundrng comes to an end 

Based on thrs strategy, the FOES rnstrtution-burlding program from ~ t s  
lnceptlon has devoted considerable preparatory effort to developrng ~ t s  own 
organlzatlon and those of rts beneflclary groups These efforts have focused on 
developing skllls both In FOES and the beneflclary organrzatlons to undertake 
actlvltles lnvolvlng project planning, development, and lmplementatlon of socro- 
economrc development projects as well as the effectrve use of technical 
ass~stance, trarnrng and materral resources Loans and grants, complemented by 
technrcal asslstance and tralnlng, are the prrncrpal elements In promotrng 
rnstrtut~on-buildrng among worker organlzatrons Conceived and Implemented 
In thls manner, FOES' ~nstrtut~on-burld~ng, developmentallst strategy has been 
used to address several programmatrc areas considered to be of hlgh prlorlty by 
the beneflcrary organlzatlons themselves, as we shall see later In thls evaluation 
report 

Consistent wlth the approach outlrned above, 
establrshed the followrng major objectlves 

the goal of FOES IS to Improve the we1 
Salvadoran workers and therr famrl lest 

the 

I-be 

Trust Fund Agreement 

Ing of low-rncome 

the purpose of the FOES program IS to strengthen the capabllltres 
of free trade unions and slmllar organ~zations of workers as 
democratlc development entities that can cont~nuously carry out 
development activlt~es for the improvement of the l l v ~ n g  standards 
of their members and famllles 

The Trust Fund Agreement also stipulates labor management cooperation as 
a prrncipal feature of the project 

In support of ~ t s  strategy and objectlves, FOES adopted several principles or 
crrterra to gulde program funding Accordingly, soclo-economlc development 
projects supported by FOES must 



be of dlrect and lmmedlate beneflt to workers and farmers, 
preferably but not necessarl ly  organ lzed, 

result In permanent benefit to the recipients, 

lnvolve personal and economlc partlclpatlon of the beneflclarres, 

~nvolve Improved capabl lrtles and operational systems that result 
In enhanced beneflts for both workers and owners, 

extend thelr benefits to large numbers of people and thus have an 
Impact on development wlth natlonal Impact, 

be actlvltles that can be expanded or complemented wlth other 
resources available for development programs, 

be conducive to the Improvement of relations between labor and 
capltal [SIC], and 

have durable Impact 

FOESt statutes also provlde a descrlptlon of the types of projects that FOES 
would support 

labor-management tralnlng programs at the company level, 

practrcal agrrcultural tralnlng through cooperatrves and other rural 
labor organlzatlons, 

small-scale development programs In the construction or 
maintenance of houslng and other soclal ~nfrastructures In wh lch 
the beneflcrarles partlclpate In a self-help manner, 

tralnlng In crafts for members of rural and urban unlons and thelr 
dependents, 

prlncrpals of baslc educat~on In the work place In collaboration 
wlth cooperat~ves and local organlzatlons, 

programs of preventwe and curatwe health In the work place, both 
urban and rural, 

development of cred~t  programs among unlons, and 

development of mrcro-enterprrse programs In the Informal sector In 
urban areas and In rural vlllages 

Is  the  FOES strategy app rop r~a te?  FOES' strategy IS appropriate to the extent 
that, as an institution-building approach, i t  recognrzes the need to prepare, 
m o b l l l z e  and  educate low-income workers with limited educational levels, 
tradltronally excluded from the social and economic mainstream, and with lrrnited 
organizational and materlal resources It i s  not enough to provrde resources, 
lndlvrduals need to be motrvated, educated and organized before resources can 
be used efficiently and effectively In actlvlties of beneflt to themselves and thelr 
communrty Consequently, FOES' ~n i t la l  preparatory, educational actlvltres wlth 
Salvadoran labor organlzatlons and their individual members are approprrate a n d  
necessary to enable them to use resources effectively, and In the long-run, on a 
sustainable basis There IS a consensus among FOES staff that the educational 



focus of FOES' institution-building initratives in the early phase of the project i s  
necessary to promote improved worker organrzatron leading eventually to worker 
participation in the formal sector of the economy on a sustainable basrs as well 
as to define new forms of labor-management cooperation 

FOES' approach can be contrasted with the approach of narrowly focused 
finance corporations (frnancreras), which are principally financing mechanisms 
and provide financial resources but few, ~f any, support services FOES, un l~ke  
frnancieras, offers a strong complement of support servrces to its member 
organ izations 

It 1s also important to note that FOES' efforts come at an important point in 
the history of the trade union movement in E l  Salvador The trade union 
movement i s  of fairly recent origin, i s  relatively weak, and i s  emerging from a ten 
year period of civrl war during which time i t  was the target of active hostilrty and 
exclusion FOES' institution-building support to these organizations to enable 
them to promote their own development in a democratic manner IS not only 
approprrate but trmely as well 

Lastly, the FOES strategy of Increasing the participatron of groups previously 
excluded from the social and economic mainstream in E l  Salvador IS supportive 
of overall U S goals which include the strengthening of democratic instrtutions 
and the broadening of the benefits of growth 

is the FOES strategy effectrve? As described above, FOES' strategy of 
rnstitution-building and addressing structural deficiencies of beneficiary 
organizations and the~r  members i s  appropriate It i s  an approach that recognizes 
the need to prepare, motivate, mobilrze and educate the client population In 
participatrng in therr own development To date, however, the FOES strategy has 
not been effective in terms of resource delrvery, that IS, in delivering resources 
(financial, technical assistance and tra~ning) to project beneficiarres as w i l l  be 
seen more clearly in the analysis of  Component II in this report Other factors 
such as cumbersome project management procedures and the Foundation's own 
fiscal conservatism have also undermrned its effectiveness 

FOES thus encounters the following organrzatronal d~lemma to the extent 
that rt devotes considerable energy and resources to instrtution-burld~ng, i t  
undermines its effectiveness in terms of resource delivery, to the extent that ~t 
seeks to be more effective, its ~nstrtution-building efforts (and hence the 
possrbilities for long-term sustainabilrty of FOES' efforts) could be placed at rrsk 
The management challenge for FOES IS to f ~ n d  a proper balance between the 
horns of the drlemma, partrcularly In the remalnrng years of the project 

I I I Component I lnsfrtufronal Development 

Under Component I of the Trust Fund Agreement, FOES was requrred to 
develop mechanisms to upgrade partrcipatron and access for those elements In 
socrety which traditionally have had limited access to social servrces and 
economic opportunities Technical assistance and frnancral support would be 
provided to FOES to strengthen i t s  instrtutional capabrlities to coordrnate and 



manage Project actlvltres In the other two components rnvolvrng the development 
of worker organrzatrons (Component If) and the development of labor- 
management cooperatlon (Component Ill) Varlous aspects of FOES' ~nstttutlonal 
development are descrrbed and analyzed In the following sectlons 

A Organrzaf~onal Developmenf and Accomplishments 

1 Organ~za t~onal  Overvrew 

FOESf dec~sron-maklng structure consrsts of the General Assembly which 
comprrses the general membershrp and IS therefore the hrghest authorrty of the 
organrzatron, a Board of Drrectors whrch IS responslble for settrng overall polrcy, 
and the Executlve Dlrector who IS responsrble for carrylng out the mandate of the 
Board of Drrectors and consequently, IS responslble for the day-to-day operatrons 
of the Foundatron 

The orrgrnal AlFLD proposal requesting support from USAID/EI Salvador on 
behalf of FOES underscored the need for a proactrve Board of Drrectors, statlng 
that "lnltrally the officers of the Foundation wrl l  be workrng members who not 
only can manage day-to-day affalrs but functron In a project development and 
review role " The AlFLD proposal further recommended that, "rdeally, the 
Presrdent or Executlve Drrector would be a development spec~al~st, skrl led In 
management, wlth a trade unron background so that he/she could relate to the 
target groups " AIFLD1s expectation was that the Ideal Board member would 
share the goal of promoting jornt efforts by labor and management groups 

Furthermore, the Board of Drrector's membership was to rnclude 
representatron both from organrzed labor and management and other 
professronals expected to provrde a broader base of experience and to promote 
and facllrtate cooperatron between the two sectors It was presumed that a 
unique byproduct of the mrxed composrt~on of the Board of Dlrectors would be 
a process of commun~catron and collaboration on the basls of whrch labor and 
management representatrves would work together on actual project actlvltles 

Currently, there are ten Board members (each Board member also has an 
alternate) Prevrously, Board members were rnd~v~duals  who d ~ d  not represent 
any partrcular organrzatron The Foundatlon's statutes were recently amended to 
accommodate representatron on the basls of organrzatronal affllratron (labor and 
management) Thls step was taken by the Board of Drrectors to Improve the 
possrb~l~ty of enhancrng labor-management cooperatlon and lnrtlatrves 
Nevertheless, the percept~on persists In both labor and management clrcles 
(acknowledged by some of the Board members themselves) that the current Board 
of Directors st111 does not have the necessary d~versity to pursue the Foundatlon's 
objectives Although the Board of Dlrectors tncludes lndlv~dual members from 
the private sector, its overall prrvate sector representatlon has been mlnrmal 
Lastly, ~t should be noted that labor-management cooperatton rnltratrves have 
been constrained by the polrtrcal context In El Salvador durrng the past ten years 
of clvrl strrfe, lnvolvrng a polarrzed pol l t~cal env~ronment 



2 Admrnrstratr ve Structures 

The day-to-day work of FOES IS admrn~stered and managed by two p r~nc ipa l  
d ~ v i s ~ o n s  under the overall supervlsron and gu~dance of the Executive D~rec to r  
These are 

The Plannrng and Operatrons Drvrsron (Drvrsr6n de Planrfrcaoon y 
Operac16n de Proyectos i s  the technical o f f~ce responsible for plannrng, 
coord~nat~ng,  managing, and ~mp lemen t~ng  actrv~ties w i th  benefrcrary 
organrzat~ons T h ~ s  D i v ~ s ~ o n  currently IS composed of the f o l l o w ~ n g  

1 Drrector of the D~visron 
1 Deputy D~rector  
3 Techn~c~ans 
1 Ass~stant technrc~an 
1 Secretary 
2 Chauffeurs 

The AdmrnrstratrvelFrnance Drvrsron prov~des adm~n~strat ive and frnancral 
management support to the overall organizat~on The Adm~nistrat~ve Subdrvision, 
w h ~ c h  prov~des personnel, procurement, and other general support services, 
cons~sts of  the fol lowing 

1 C h ~ e f  of Adm~n~s t ra t~on  
1 Secretary 
1 Chauffeur 
1 Receptionist 
3 Security personnel 
2 Clean~ng personnel 

The F~nancial  S u b d ~ v ~ s ~ o n  consists of the followrng 

1 Chref F~nanc~a l  Off~cer 
1 Accountant 
1 Assrstant Accountant 
1 Ass~stant Accountant (has been requested) 
1 Cred~t  Specialist 

In a d d ~ t ~ o n  to overall f ~nanc~a l  management for the Foundat~on, the Financral 
Subd~v~sron IS responsrble for managlng the Foundation's loan and grant portfolro 

An organ~zat~onal  chart of F O E S  i s  prov~ded as an attachment (See Annex I ) 

3 Overvrew o f  Personnel Recrurtment and Hrrrng 

FOES personnel are recrurted and hired on the bas~s of  au thor~za t~on  
provrded under the statutes of the Foundatron and w ~ t h  the approval of the Board 
of D~rectors The organrzatron has grown rapidly from an orrginal staff of  four 
(consistrng of an Executive Drrector, an Administrative/Finance D~rector,  an 



Accountant, and one Secretary, all orrginally hired wrth AIFLD funds) At present, 
FOES has 26 employees 

Document reviews and survey data indicate that, as part of rts institutron- 
building efforts, FOES has been successful in developing effectrve adminrstrative 
procedures for the recrurtment and hrrlng of staff on the basrs of merit Thrs 
rncludes the publication of job announcements and descrrptions, personnel 
selectron based on experrence and qualrflcations of the candidates, and frnal 
selection based on recommendat~ons made by an internal personnel commrttee 
establrshed by the Foundation 

Desprte FOES' adherence to formal, merrt-based crrteria, staff lntervrews and 
questronnaires raised the issue of favorrtrsm In hiring practices Although the 
Eval uatron Team cannot corroborate these al legatrons, the organ rzatron's fai lure 
to adhere to professional standards explarns, according to some of the staff, the 
unequal skill levels in the Foundat~on as well as what some descrlbe as a dlfflcult 
work envrronment Others, however, do not see any problems T h ~ s  IS obv~ously 
an Issue that requires more in-depth attention on the part of FOES management 

4 Training 

All organrzations have procedures and mechanrsms for trarning and 
socralizing its members in the overall missron, goals, objectives, and procedures 
of the organ~zation This IS partrcularly the case for an organizat~on with 
ambrtrous institution-building objectives such as FOES The Issue can be posed 
as follows How does FOES go about the job of trainlng and motivating staff to 
assume their responsrbilitres In the context of the organization's goals and 
objectives? 

At this point rt i s  useful to drstinguish between formal and informal 
mechanrsms Informal trarnrng proceeds as follows once an indivrdual IS hired, 
he/she 1s briefed by the respectwe division chief, introduced to colleagues, and 
provided copies of relevant documentation of the organ rzatron (gu~des, back- 
ground papers, manuals, etc ) Thrs type of train ing i s  of course "on-the-job," 
based on the rndividual's own Initratwe in dolng hrs/her homework and learning 
from colleagues Some respondents to our questronnalres doubted the effective- 
ness of this type of trarnrng, which, by its personalized nature, imparts uneven 
skills 

FOES has also provlded formal trainrng for rts staff (Annex 2 prov~des a 
summary of these actlv~ties since 1991 1 As can be seen, these activities involved 
t ra~n  ing In computers, Engl~sh language, and project management Special rzed 
courses involv~ng the use of pesticides were also provided to the staff of 
beneficiary organrzatrons as well as to some of the FOES staff 

Addltronal data provlded by FOES sheds further light on resources devoted 
to training For example, Annex 2, reflects the actual amount of resources 
devoted for training As can be seen, FOES spent only 88,768 50  colones (less 
than U S $10,000) rn two years (1992 and 1993), on training, both for 
Foundatron staff, as well as the staff from worker organizations These frgures 



also include expenditures made by the President of the Board of Directors and the 
Executive Director, for external travel undertaken in conjunction with a labor- 
management train ing activity 

Statements by staff members (which are supported by the survey data) 
acknowledge that despite FOES' efforts to institutionalize formal trainlng, much 
of the training has been ad hoc, that is, largely dependent on whatever seminar 
or training course happened to be coming through town Training initiatrves have 
not been guided by an overall strategy designed to achieve defined institutional 
objectives Thus, although FOES can take credit for the tralning inrtlatwes 
outlined above, its overall effort has been generally constrained by the lack of a 
training or human resource development strategy Thls has been one of the 
princrpal constraints to the systematic development of its human resource base, 
both internally and vrs-2-vis the beneficiary organizations 

Interviews with Foundation staff reveal that the ad hoc nature of FOES 
trainlng program IS reflected in the uneven knowledge of FOESf philosophy on 
the part of the program staff Some of the program staff clarmed that even some 
members of the Board of Directors did not have a good grasp of the organiza- 
tion's objectlves Thls was attributed to the lack of guidance and support from 
top management in imparting a systematic understanding of goals, objectives, and 
functions of the organization In this work context, according to some of the 
respondents to our survey, some of the program staff tended to seek refuge in 
day-to-day tasks, uninformed of the larger plcture 

When staff were asked whether there had been any tralning devoted to 
discussing FOES' strategy and objectives, their response was that FOES had a one- 
time seminar to review overall objectives and implementation procedures This 
training exercise has not been repeated, however, which may explain to some 
extent the lack of understanding of overall goals and objectives of the Trust Fund 
Agreement, particularly on the part of newer personnel 

The Chief of the Adm~n~stratron/Finance Division indicated that h ~ s  divrsion 
meets about once a month but that these meetings are devoted to current issues 
at hand and generally are not intended to review overall goals and objectives of 
the Foundation 

The Planning and Operations Unit in FOES IS responsrble for overall 
plannrng and lmplementat~on To date, they have been responsible for work~ng 
wrth eleven (1 1) worker organ~zat~ons In plann~ng and lmplement~ng eleven 
development plans lnvolv~ng more than 100 projects over a three-year span 
Many of the projects conslst of several subcomponents The total amount of these 
projects IS roughly 20 million colones (approximately $2,272,727) Three more 
convenlos representing roughly 30 more projects are berng planned as well 

The FOES planning capabrlit~es have also been demonstrated in the 
development and rmplementation of an env~ronmental strategy which includes 
seminars and workshops on erosion control and so11 conservation Finally, FOES 



has and coordinated the provisron of technical assistance and training 
activities to ten (out of eleven) worker organrzations involving the establishment 
of admlnistrative and financial management systems which represents a major 
step toward the self-sufficiency of these organizatlons These efforts represent 
solid achievements in developing a plannlng capacity in the FOES organization 

The evaluation team nevertheless notes some defic~encies w h ~ c h  need to be 
addressed Spec~fically, FOES appears to suffer from a lack of clearly defined 
organizatronal objectives, functrons, and responsrbilitres Thls IS a recurrent 
problem w h ~ c h  was hlghllghted early rn the lrfe of the organization (by 
R Mashek) and continues to be an Issue which was commented on by several of 
the respondents to our survey According to some staff members, thls lack of 
definition In organrzational goals results in arbitrary work assignments and 
uneven distribution of the organrzatlonal and individual workloads This, in turn, 
oftentimes leads to charges that the technical drvrslon i s  dorng the work of the 
admlnistrative divrsion rnstead of the latter provrdrng support to the technical 
divisron 

The lack of a clear defrnitron of functlons, scopes of work, and 
respons~bil it~es has also had, according to respondents, a negative impact on staff 
morale It i s  therefore not surprising that instruments of modern organization and 
bureaucracy, such as organization manuals, are considered largely irrelevant and 
thus ignored as sources of guidance for the organization and its staff In the 
opinion of some members, the lack of a clear and established hierarchical order 
i s  compounded, others would say caused by, the lack of leadership "from the 
top," as well  as "micromanagement" from the Board of Directors 

6 Technrcal Ass~stance 

The deficiencies noted in the previous sectron point out the difficultres 
whrch inexperienced organizatlons can have in utilizing technical assistance 
resources, r e ,  a tendency to let technical assistance providers produce 
"deliverables" wlthout the actrve partrcrpatron and collaborat~on o f  the staff (It 
should be noted that there are exceptions, the princrpal one belng CLUSA whrch 
developed loan and grant procedures and related documentation (I e , manuals 
and gurdelrnes) in close collaboration with FOES staff as well as members of 
beneficlary organizatrons) The result~ng products or instruments prepared for the 
organization (e g , organization manuals) end up being considered largely as 
impositions, irrelevant to the practical realities and needs of the organization 
To maxlm rze the use of technical assistance servrces, techn lcal assistance 
provrders should be requrred to work closely wlth the beneficlary organrzatrons, 
particularly In areas involving the deflnltlon of organlzatronal objectives, 
functions, and respons~b~ l~ t~es  Organlzat~ons such as FOES should also lnslst (as 
part of the terms of reference wlth consulting entrtles) that perrodlc trarnrng and 
follow-up be provlded to review the effrcacy of these functlons, and partrcularly 
the use of relevant instruments such as manuals, to ensure that procedures are 
be~ng  followed, and more signif~cantly, to ensure that these instruments are 
period ical ly updated 



Another negatlve effect of not worklng closely wlth staff rn the development 
of organrzatlonal manuals IS that, In the worst of cases, overly bureaucratrc 
practlces can become "set rn concrete" by thelr lncorporatron rn manuals and 
other offrclal documentatron Staff members are then forced Into rrgrd stralt 
jackets, hav~ng to follow cumbersome procedures because they are contained In 
the manuals Perlodlc revlsrons are therefore extremely Important 

7. Admrnrstratrve and F~nancral Management Systems 

FOES' rnstitut~on-building lnltratrves durlng thls rnltral phase Include 
considerable effort in developing admrnrstratlve and flnanclal management 
systems T h ~ s  part of the rnstrtutlon burldlng effort has been conducted 
prlncrpally through technical assrstance contracts wrth consult~ng frrms, both local 
and external For instance, the local Prrce Waterhouse affllrate developed FOES' 
procedures for funds management, procurement, contract~ng, capital expend rtures, 
personnel management, plannlng and project control, offlce management, and 
inventory control These procedures (lncludlng correspondrng documen tatron 
such as manuals) are rn place and operatwe FOES also hrred CLUSA, a U S 
based prlvate voluntary organlzatlon (PVO), to develop procedures and manuals 
for the loan and grant program 

Prlce Waterhouse was also hlred, under a separate contract, to develop a 
computer system that would Integrate accountrng, budgeting, and project 
management functions At the trme of the evaluation the system was In place 
and, to an extent, operatronal Unfortunately, the system has been plagued by 
several problems The prlnclpal problem appears to be that some of the system's 
modules or components have not yet been developed and consequently, the 
system does not yet operate In an Integrated manner These problems are largely 
the result of mrsunderstandlngs ~ n v o l v ~ n g  the terms of reference (TOR) of the 
contract established between FOES and Prrce Waterhouse 

As a consequence of these def~crenc~es, FOES staff members have been 
worklng In an Independent manner, uslng word processing, spreadsheets, and 
independent sources of lnformatron on separate, "stand alone" unrts FOES staff 
acknowledges that its work ends up berng duplrcat~ve, leadlng to organrzatlonal 
ineffrc~encres 

In general, however, FOES' admrnlstrative procedures can be considered as 
an lnstltutlon burldlng achrevement These procedures represent part of the bas~c 
Infrastructure (together wrth the flnanclal management systems, drscussed In the 
next sectlon) whrch enable the organlzatlon to Implement its soclo-economlc 
program wrth eleven Salvadoran worker organ~zat~ons 

FOES staff appears to have succeeded In developing procedures consrstent 
wrth generally accepted flnanclal management practrces, enablrng them to track 
and account for project expendrtures as well as to comply wl th numerous 
reportrng requrrements At the present tlme FOES has the capacrty to prepare a 
varrety of hrgh quallty flnancral management lnformatron 



- Members of the Evaluatron Team revrewed vouchers prepared by FOES in 
order to assess FOES' financral reporting systems Typically, vouchers (includrng 
all relevant backup documentatron) are prepared by FOES' Adrnrnrstratrve/Finance 
Drvisron and are submitted for review and approval to USAID/EI Salvador's Office 
of the Controller and the Offrce of Democratrc lnitiatrves lntervrews wrth the 
Office of Democratic lnitratives (ODI) Project Manager, as well as wrth voucher 
examrners in the Controller's Office responsible for back stopprng the FOES 
project, reveal that FOES prepares the necessary informatron in acceptable form 
and in a trmely manner Wrth minor exceptions (which have been addressed by 
FOES), expendrtures have been approved for payment and/or l rquidation 

Although the Evaluation Team drd not examine records from an auditing 
standpornt, rt appears that FOES has developed extensrve frnancial controls, 
rncludrng bimonthly "concurrent audits," i e ,  audits of ongoing operations 
conducted by local accounting firms hrred by FOES lnrtrally used only to 
monitor FOES' own internal operations, these audrt rnechanrsms are now also 
used to monitor the operations of the labor federatrons (centrales) and other 
worker organrzatrons recervrng financral support from FOES FOES staff feel that, 
in addrtion to controllrng funds, concurrent audrts also serve a trarnrng functron 
rn the beneficrary organrzations, partrcularly in managing and handlrng funds 
properly 

9 M~scellaneous Reporfrng Requrremenfs 

FOES has also become very adept in complyrng with USAIDts extensive 
reporting requirements whrch rnclude, In addrtion to monthly frnanc~al and 
quarterly reports, preparation of annual work plans, su bmission of beneficrary 
development plans, approvals of terms of reference for technical assistance 
services, and the preparation of contracts with U S and third country nationals 
or rnstitutions FOES' major deficiency has been its failure to report on 
counterpart contributrons of benefrciary organrzatrons of the project, as drscussed 
in the next section 

10. Counferparf Confrrbufrons 

The benefrciary organrzations supported by FOES are requrred to contribute 
25% of the total amount of the agreement entered rnto with FOES Of  the two td"" 

types of contributrons- cash and in-krnd - FOES in almost all cases has requrred 
that the contrrbution be ~n-k ind  and not In cash Tamdatq "thg benefrcrary ,- ms z 7-w - -*-?wq%1*? 7f-7p-P 

organ~zafrons %ave madg- s u ~ ~ ~ ~ ~ ~ h " ~ ~ d ' c o n t r ~ b u t i o n s  A FOES, whrch has 8 dlrect r e ~ ~ o n s ~ b ~ l r t y  for complyrng wrth the counterpart contrr utron requrrement, 
needs to Improve i t s  recording of in-klnd contr~but~onr lnterv~ews reveal that 
FOES staff IS In the process of obtalnlng lnformatlon on rn-kind contrlbutrons and 
the value that w i l l  be ass~gned for these contr~but~ons (whrch rnclude ~ a b o r , ~ \ ~ q  
equipment, materials, etc ) 6-4 



1 1 .  Project Management 

Part of FOES' institution-building effort included the development of various 
project management mechanisms to assist beneficiary organizations These 
mechanisms serve at least two purposes (1) to assist beneficiary groups in 
planning their own development projects and (2) to channel project resources to 
beneficiary groups 

To fully appreciate the nature of FOES' project management methodology, 
i t  i s  useful to provide a brief description of its principal features 

a lnrtial Entry/Establrshrng Rapport wrth Beneficrarres 

The first step involves establishing contact and confidence with beneficiary 
organizatrons The fact that FOES' rnitral work was conducted with eleven (1 1) 
known entities, previously assisted under the AlFLD program, does not obviate 
the requirements of the methodology, that is, the need to establish contact, bui ld 
up confidence and credibility with local organizations and groups 

Creating linkages and establishing mechanisms w ~ t h  worker organ~zations 
and other local groups (grupos de base) i s  the principal responsibility of the 
Foundation's Planning and Operations Division Six technicians of the Planning 
Divisron are responsible for establrshrng preliminary contacts and gaining the 
confidence of beneficiary organizations (cabrldeo as it i s  called, a process which 
i s  similar to social work) 

b Plannrng/Desrgn and Implementa fron 

Once confidence with the relevant organizations has been established, the 
FOES technicians proceed to work closely with the respective beneficiary 
organizations in planning, designing, and implementing project activities which 
include the following steps 

project identification and selectron (which, in turn, involve a 
review of administrative and frnancial capabilities of the 
organization to determine the kinds of assistance needed by the 
organization), 

preparation of feasrbility studres (diagnostics which include various 
technical rndrcators such as internal rates of return, etc ), 

development of the organlzatron's profrle which IS a summary 
descrlpt~on of the organlzatlon, problems ~dent~fled, and summary 
of the project to be supported), and 

preparatron of varlous market~ng and frnancial studies 



c Enhancrng the Adrnrnrstratr ve Capabrlr tres of 
Bene ficrary Organizatrons 

During this i n ~ t i a l  phase, FOES techn~cians make a determination regarding 
the adm~nistrative and financial management capabilities of the beneficiary 
organizations in general, these are the weakest features of local organ lzation 
FOES technicians hire consulting firms to develop mater~als and provide training 
on financial management and account~ng Ten of the eleven labor federations 
(centrales) have been provided techn~cal assistance In f~nanc~a l  management and 
account~ng (one organization apparently already had adequate financial systems 
and controls) 

d Preparation of Development Plan 

Based on information gathered and analyzed by the FOES technician, a 
development plan i s  prepared which includes all project information and 
documentation The development plan IS submitted to the Director of the 
Piann~ng Division for review who, in turn, transmits the package to the FOES 
Credit Committee 

Once approved, the package goes to the Board of Directors for rat~ficatlon 
or approval The ent~re package IS then transmitted to USAIDIEI Salvador for its 
approval FOES staff Indicate that USAlD has taken as long as six (6) months to 
approve these packages It should be noted, however, that when adequate 
packages have been subm~tted to USAID, approval has always taken less than two 
months Recent development plans have been approved In a shorter period of 
time, r e , 1 to 1% months USAIDIEI Salvador's approval IS necessary before any 
funds can be disbursed 

e Preparation of the Contract Agreement between 
FOES and the Beneficrary Organrzafion 

Once the development plan i s  approved by USAID, the FOES technicians 
prepare a contract agreement between FOES and the labor federation Loans for 
less than 450,000 colones (approximately U S $51,136) are approved by the 
FOES Credit Comm~ttee and ratified by the Board of D~rectors Al l  projects of 
more than 450,000 colones are approved by the Credit Committee and also 
requlre the approval of the Board of Directors 

Given the long lead times ~nvolved, FOES technicians oftentimes f ~ n d  i t  
necessary to update project information to ensure continued organ izat~onal 
interest rn the project, and that the conditions under which approval was granted 
are st111 valid The updating requirement means that documentation agaln has to 
be reviewed by the Cred~t Committee, approved and resubmitted to the Board of 
D~rectors 

Once the necessary approvals are obtarned, a contract i s  prepared between 
FOES and the beneficiary organization The contract lays out the responsibilities, 
conditions and requirements that the benefic~ary must meet to receive the funds 



lntervlews and survey data Indicated almost a universal consensus that there 
IS consrderable mlcro-management and involvement by the Board of Directors In 
these technical Issues 

After the contract IS slgned, the labor federation (central) submlts a 
drsbursement request to the FOES Adminlstratrve/Flnance Dlvlslon At thls point 
that there can be another wrlnkle in thls already cumbersome process ~f the labor 
organlzatlon's ( I  e , the central's) accounting and financial management systems 
have been certrfled as adequate to handle funds, the labor organlzatlon can 
recelve funds dlrectly from FOES If the organlzatlon IS not certlfled, however, 
FOES IS responsible for undertaking dlrect procurements on behalf of the 
organlzatlon 

Another feature of FOES' project management system i s  that funds are usually 
disbursed by project, not In one lump sum Once expend~tures commence, the 
technlclan revlews expendltures before passing the documentation to the FOES 
Admrn~strat~ve/F~nance Dlvlslon for payment (or Ilquldat~on) Although the FOES 
staff understands that some of these procedures are necessary to safeguard FOES' 
(and U S Government) assets, they are uniformly vlewed as complicated and 
cumbersome, robbing FOES of the abllrty to respond qulckly and lmaglnatlvely 
to fleld conditions 

g Assessment of FOES' Project Management 

As outllned In previous sectrons, FOES has devoted considerable effort to 
develop comprehensive project management mechanlsms to asslst worker 
organlzatlons Using these mechanlsms, FOES has been able to channel resources 
to project beneflcrarles Moreover, these mechanrsms have also been used to 
educate local beneflclarles In terms of plannlng and management of project 
resources To an extent, then, FOES IS succeedrng In lntroduclng change 
regarding local attitudes toward funds and thelr accountab~l~ty, an achievement 
whlch IS consistent with thelr developmentalist approach 

Nevertheless, the evaluatron team belleves that current project mechanisms 
tend to be overly bureaucratic and cumbersome, lnhlbltlng the Foundatron's 
ablllty to provlde ~ncreased resources to the target population Also, FOESJ 
effectiveness In providing a larger volume of resources to the beneficiary 
organlzatlons IS undermined by ~ t s  flscal conservatism and its disbursement 
processes whlch operate on a project-by-project basls rather than on a quarterly 
bas IS 

It should be noted that FOES has developed outstanding relatronsh~ps not 
only wlth the labor groups (centrales) but also wlth the sub-grantees receiving 
funds from the centrales lntervlews wlth su b-grantees lndrcate that FOES staff 
i s  responsive and accessible In terms of project support 



IV Component 11 Development Program for Worker Organrzatrons 

Pursuant to  the terms of Component II of the Trust Fund Agreement, FOES 
IS required to  asslst worker organlzations in developing organizational and 
individual skills for carrying out priorlty development projects These Include the 
provision of loans andlor grants, technical assistance and training through a 
comprehensive and flexible package that includes project preparation, feasibility 
studies, materials, technlcal assistance and training 

A Developrng the Basrc Infrastructure o f  Worker Organrzatrons: 
Technrcal Assrstance and Trarnrng 

FOES has undertaken several lnitiatlves to enhance organlzatlonal and 
individual skllls through technical assistance, tralnlng and material resources As 
in the case of its own institutional development, FOES' approach has been to  rely 
on consulting firms and other providers of technical asslstance services to  
enhance the capabllltles of worker organlzations, particularly in  the areas of 
flnanclal management and accountlng At the time of thls evaluation, FOES had 
succeeded In providing, as part of asslstance packages, computer equ I pment and 
software for eleven (1 1) centrales FOES had also made arrangements to p rov~de  
training to  staff members of the beneflclary organlzations In the use of computer 
equipment as wel l  as tralning in baslc accountlng and financial management, 
including the use of software accounting packages provided wlth the equipment 

Originally used to monltor FOES' own operations, FOES made arrangements 
to extend bimonthly audits to the operations of the labor federations (centrales) 
to ensure the proper use of funds The audits have had the additional benefit of 
relnforclng trainlng in accounting and financial management, thus reinforcing the 
~nstitution-building process in  the beneficiary organizations Loan and grant 
manuals developed by CLUSA are also used by the centrales in collaboration wi th  
the FOES staff 

These comblned efforts have led to the beginnrngs o f  an admrnistrative and 
f~nancral management infrastructure i n  the beneficiary organrzations that cou ld  
lead to self-sufficiency ~n the long-term The centrales now can project future 
growth and expansion on the basis of these systems despite the fact that they stil l 
have far to  go In achieving consistently acceptable financial management and 
accounting practices Cont~nuing defic~encies in the worker organizations can be 
traced to computer system problems, inadequate training of beneficiary staff, and 
lack of resources to hire permanent tralned personnel FOES IS aware of the 
importance of continuous training for the administrative and financial staff of 
beneficlary organ lzations lntervlews revealed that FOES plans to  continue to 
provide trainlng to address these deficiencies 

FOESf efforts in enhancing its own administrative capacities as wel l  as those 
of beneficlary organizations through technlcal asslstance and training can be 
considered a significant achievement, particularly when one considers that pr ior 
to FOES' involvement these systems were deficient andlor nonexistent In some 
cases It can also be argued that FOES has Introduced a measure of at t~tudlnal  
change among project beneficiaries regarding the use and management of project 



* 
funds Based on anecdotal data, FOES staff pointed out project beneficiaries were 
very careful in  weighing alternatives and options regarding the use of loan funds 
w h ~ c h  o f  course involve adherence to various financial gu~del~nes,  includrng 
repayment of  principal and interest 

B Resources Provided to Beneficiary Organizations 

As noted above, pursuant to the terms of the Trust Fund Agreement, FOES 
i s  required to provide a comprehensive and flexible package of assistance to 
worker organizations that includes loans andlor grants Currently, FOES handles 
loans from two accounts (1) loans and grants made w i th  AIFLD funds which i t  
tnher~ted when i t  signed the Trust Fund Agreement in February 1992, and 
(2) "new" loans and grants made with funds provided under the Trust Fund 
Agreement Itself 

1 AIFLD LoandGrants 

As the FOES Summary of Loans made by AIFLD (See Table 1) indicates AIFLD 
made loan disbursements totaling 1,465,363 87 colones (U S $166,518) and 
recovered 531,912 49 colones (U S $60,444), which represents a 36% rate of 
recovery as of December 1993 In actuality, these loans were made prior to 
February 1992, before FOES signed the Trust Fund Agreement An audit report 
has recommended that FOES develop a recovery policy for these old loans still 
on the FOES books 

Table 1 -Summary of Loans by Amer~can lnst~tute for Free Labor Development (AIFLD) 

Name 

ACOPAI 

CGT 

A total of 452,638 48 colones (U S $51,436) of the A I F L D  funds was also 
disbursed In the form of grants Although grant funds st111 remain, F O E S  does not 
plan to make any further grant disbursements from this account It plans to meet 
w i th  USAlD to review disposition of these funds 

- 

CTS 

FESACORA 

TOTAL 

2 New FOES LoandGrants 

ln~t ra l  Cap~tal  

615,588 10  

577,185 35 

Since the signing of the Trust Fund Agreement in February 1992, FOES has 
authorized l,934,22l 00 colones to date (about U S $220,000) and has disbursed 
1,685,935 73 (approximately $1 91,583- See Annex 3) These loans were dis- 

2 1,660 0 0  

95,351 42 

1,465,363 87  

P a ~ d  Caprtal 

277,799 84 

84,629 54 

9,880 67 

34,753 14 

430,896 51 

Interest P a ~ d  

46,925 40  

32,415 20 

Total Funds 
Recovered 

324,725 24 

11 7,044 74 

2,004 28 

11,757 24 

101,015 98 

- 

11,884 95 

46,510 38 

531,912 49  



bursed prlnclpally In the last quarter of 1993 Consequently, FOES has not yet 
had experience In recovering payments on its new loans Based on recent 
conversations wlth beneflclary organlzatlons, FOES staff belleves that thelr 
preparatory work with these organlzatlons (~ncludlng the technlcal asslstance 
provlded) will result in a higher rate of recovery and acceptable d e l ~ n q u e n c ~  
rates (At the tlme of the evaluation In February 1994, FOES had begun the 
process of preparing systematic information on delinquency rates ) 

Wlth regard to new grants provided under the Trust Fund Agreement, to date 
FOES has author~zed l , l l9,764 colones (U S $1 27,245) and has dlsbursed 
574,441 colones (U S $65,227) through December 1993 

3 Loan D~sfrrbuf~on 

Under the AlFLD program, two of the five beneficiary labor organlzatlons, 
ACOPAI and CGT) got a d~sproportlonate amount of the loans dlsbursed (See 
Table 1 ) At present, ACOPAI st111 has an outstand~ng llabllity of 238,014 38 
colones w h ~ c h  represents 40% of the total loan amount The organization has 
had d~scuss~ons with FOES staff regarding the repayment of t h ~ s  outstanding loan 

Wlth regard to new loans under the Trust Fund Agreement (see Annex 3)) the 
fo l low~ng observat~ons can be made Although there appears to be more dlvers~ty 
In the overall new loan portfolio as compared to the AlFLD loans, some groups 
such as ACOPAI continue to receive a d~sproportlonate amount of economlc 
support 

When asked about the amount of fundlng bemg provlded to ACOPAI, the 
FOES staff lndlcated the fo l low~ng that ACOPAI was the best organized entlty 
among the centrales, wlth the greatest absorptlve capacity, and that i t  was the 
organlzatlon whlch has been able to propose the greatest number of projects 
acceptable for funding One staff member advanced the notlon that ACOPAl 
should be used as a model to be emulated by the other centrales 

C Project Acflvlfies Funded by FOES 

Loans and grants as well as technlcal asslstance funds have been dlsbursed 
by FOES In support of a number of actlvlt~es orlented towards enhancing agrlcul- 
tural product~on projects, including baslc grain product~on, tradrtional and non- 
t rad~t~ona l  exports, and general market~ng ("cornercralrzacron") Funds provlded 
by FOES were also used to f~nance projects such as rotat~ng loan funds (fondos 
rotatrvos) These funds are, In turn, disbursed as subloans to local groups, 
spec~f~cal ly cooperat~ves w h ~ c h  use these funds to f~nance pr~ncipal ly agricultural 
projects 

With regard to the rmpact of FOES' actlvrtles lnvolv~ng credit, 
rn~croenterpr~se and village bank act~v~tles, staff ~nd~cated  that there had been too 
l ~ t t l e  tlme to assess the Impact of these activrt~es As already noted, most of 
FOES' l n l t~a l  efforts In the early phase of the project has been devoted to 
~nstrtut~on-bul ld~ng, of FOES Itself and the centrales As almost all of the loans 
under the Trust Fund Agreement were made In the last quarter of 1993, there has 



not been enough t ~ m e  to assess t h e ~ r  Impact Furthermore, there has not been 
enough experience to determ~ne the rate of recovery of  the outstandlng loans 

Although at this time the Evaluation Team cannot determine whether sub- 
grantee a c t ~ v ~ t ~ e s  are In l ~ n e  w ~ t h  U S Government policies, i t  IS a fact that thelr 
efforts to date support lncreaslng democrat~zat~on and economlc development In 
general by ~ncorpora t~ng  prev~ously excluded groups and support~ng self-help 
efforts i n ~ t ~ a t e d  and Implemented by these groups-both at the level of  the 
federat~on (the central) and at the sub-grantee level 

D Assessment of Frnancral Management 

1 Frnancral Monrtorrng 

Although FOES' approach to f ~ n a n c ~ a l  mon~tor lng IS labor rntenslve, and can 
slow up dlsbursements, FOES staff feels that t h ~ s  IS necessary grven the flnancial 
management capabl l~ t~es of  the centrales In a context of  c o n t ~ n u ~ n g  def~c~enc~es,  
accord~ng to them, correctwe ac t~on  can be taken before flnancral problems get 
out of  control At the present t~me,  they feel that ~t would be d l f f~cu l t  to Increase 
d~sbursements due to adm~n~s t ra t~ve  def~clenc~es at the local level Current plans 
are to  con t~nue  ~ t s  p o l ~ c y  of  mak~ng  small d~sbursements and to con t~nue  its 
careful m o n ~ t o r ~ n g  of project ac t~v~ t l es  and funds A pos l t~on  for an Account~ng 
Ass~stant requested by FOES' F~nanclal D ~ v ~ s ~ o n ,  once approved, would be used 
extens~vely to p rov~de  ongorng accounting support on a more cost effect~ve bas~s 
to bene f~c~ary  organlzat~ons 

Currently, FOES charges 20% on outstand~ng loan amounts w h ~ c h  I S  above 
the current market rate of around 16% In E l  Salvador Centrales In turn charge 
a h~ghe r  rate (sometimes as high as 3% per month) on thelr ro ta t~ng funds, which 
i s  cons~stent w ~ t h  what other NGOs charge on these types of  projects 

2 Rate of Effectrveness 

Although unable to determ~ne the Impact of FOES' ac t~v~ t l es  w ~ t h  project 
benef lc~ar~es (as noted above), the Evaluat~on Team can polnt to the f o l l ow~ng  
the low disbursement rates o f  rts loan portfolro T h ~ s  IS shown In Table 2 w h ~ c h  
demonstrates a low "Rate of Effect~veness" In FOES' loan and grant por t fo l~o  

Table 2 -Comparison of Budgeted versus Real Costs for FOES Loans, 
January-December 1993 

Month 

January 

February 

March 

A p r ~  l 

Budgeted 

600,000 

1,200,000 

1,200,000 

200,000 

Spent 

0 

0 

0 

0 

Balance 

600,000 

O/' Saved 

100 

1,200,000 

1,200,000 

200,000 

100 

100 

100 



June 1 200,000 

In 1993, for example, FOES only had a 21 48% Rate of Effectiveness In the 
disbursement of loans In other words, of the 7,850,000 colones (U S $892,045) 
budgeted for 1993, ~t only drsbursed 1,685,935 colones (approximately 
$191,583) Grant dlsbursements also reflect a slmllar pattern of low 
d~sbursements, as shown In Table 3 which shows that FOES only had an 18 53% 
Rate of Effectiveness In the disbursement of grants 

J u IY 

August 

September 

October 

November 

December 

TOTAL 

Table 3 -Comparison of Budgeted versus Real Costs for FOES Grants, 
January-December 1993 

1,090,004 

1,090,004 

1,089,992 

326,668 

326,668 

326,664 

7,850,000 

February 1 475,000 1 0 00 1 475,000 00 ( 100 00 

Month 

January 

March 1 475,000 1 0 00 1 475,000 00 1 100 00 

Budgeted 

175,000 

April 

Spent 

0 00 

May 

June 

July 

August 

Foundation staff explarn these low drsbursements as follows 

I I I 

100,000 

October 

November 

December 

TOTAL 

Characterrstrcs of  the benefrcrary populatron According to personal 
rntervlews wlth FOES staff, corroborated by the survey data, the 
benefrcrary groups are low Income rndrvrduals who lack admrnlstratrve 
skrlls and oftentrmes lnltlatlve In proposing and developing project 
Ideas There 1s a slgnlfrcant amount of preparatory work that has to be 

Balance 

175,000 00 

100,000 

100,000 

458,334 

458,334 

O/O Saved 

100 00 

0 00 

100,000 

100,000 

100,000 

3,100,000 

100,000 00 100 00 

0 00 

17,000 00 

42,690 00 

52,920 77 

28,759 05 

90,600 00 

231,171 72 

574,441 86 

100,000 00 

83,000 00 

41 5,644 00 

405,413 23 

100 00 

83 00 

90 69 

88 45 

71,240 95 

9,400 00 

-131,171 73 

2,525,558 14 

71 24 

9 40 

-131 17 

81 47 



done wrth the centrales to enable them to absorb addrtronal fundrng and 
technrcal assrstance resources 

Fear o f  assumrng loan commrtments The followrng rnterestrng pornt 
was also made as beneflcrarres of other donors, clrents had gotten used 
to recervrng funds, partrcularly grants, wrth few strrngs attached 
Consequently, they are fearful of takrng on loan commrtments whrch of  
course rnvolve repayment of prrncrpal and rnterest For some, then, rt 
was the frrst t lme that they had had to assume repayment obllgatrons 

FOES staff has devoted consrderable lnstrtutron burldrng effort to preparing 
these organrzatrons to be "credrt worthy" ("sujetos de credrto"), partrcularly 
through the development of frnancral management and other admrnrstratrve 
mechanrsms Thrs effort IS reflected In Table 4 whrch shows expendrtures made 
for techn~cal  assrstance and trarnrng provlded to these organrzatrons 

Table 4 - Techn~cal Assrstance and Tra~n~ng Costs, January-December 1993 

Month I Budgeted 

January 1 250,000 

February 1 250,000 

March I 0 

Aprrl 1 358,334 

June 1 358.332 

August 108,334 

September 108,332 

October 0 

November 0 

December I 0 

TOTAL 1 1,900,000 

Spent Balance % Saved 

0 00 250,000 00 100 00 

As can be seen, FOES disbursed 734,121 colones (U S $83,422) out of  
1,900,000 colones (U S $21 5,909) budgeted for techn~cal  assrstance, a Rate of 
Effectlveness of almost 39O10, w h ~ c h  represents a hlgher Rate of Effectlveness as 
compared to disbursements In the loan and grant portfolio Thls means that the 
Foundation was successful In devotlng a considerably hrgher percentage of ~ t s  
available resources for technrcal assistance and trarnrng Thrs fundlng IS 

consrstent w ~ t h  FOES' strategy of rnstltutron-burldrng whrch rnvolves consrderable 
preparatory work wrth benefrcrary organrzatrons as opposed to an emphasrs on 
resource delrvery whrch would be reflected In Increased loan and grant 
drsbursements 



The Investment In preparatory work wl th the beneflclary organizations In thls 
early phase of the project IS also reflected In the hlgh Rate of Effectlveness In the 
use of Professional Serv~ces, as shown In Table 5 

Table 5 - Professronal Serv~ces - January-December 1993 

-- 

May 1 33,275 1 194,527 50 ( -161,252 50 1 -485 61 1 

Month 

January 

February 

March 

June 1 453,075 1 189,729 00 ( 263,346 00 1 58 12 1 

Budgeted 

0 

786,150 

667,376 

As can be seen, out of  2,512,001 colones (U S $285,454) budgeted for 
professlonal servlces, 2,343,054 colones (U S $266,256) were dlsbursed, whlch 
lndlcates that 93 27% of budgeted amounts for professlonal servlces have already 
been expended, lncludlng expenditures for contract services to  certlfy frnanclal 
and accounting systems of  the beneflclary organlzatlons The result has been 
that, at present, few funds remain to provrde addrtlonal professlonal servlces In 
the remaining years of the project unless there IS a srgnlflcant reallocation of the 
budget (a proposal whlch IS Included as part of the FOES' self-suff~c~ency plan) 

August 

September 

October 

November 

December 

TOTAL 

In conclusron, i t  can be stated that although FOES has a low Rate of 
Effectlveness In dlsbursed loans and grants, ~ t s  hlgher Rate of Effectlveness In 
outlays for professlonal servlces reflects the Investment rn rnstrtutron-burldrng that 
FOES has been conductrng durrng the early phase of  the project 

Spent 

63,949 90 

30,057 00 

1,257,1 96 38 

Accord~ng to the data rev~ewed, through December 1993, AlFLD had 
disbursed 1,465,363 colones (U S $1 66,518) and the recovery of  these loans has 
been 531,926 colones (U S $60,446) a rate of recovery of only 36 3% Certarnly 
FOES hopes to achleve a higher recovery rate than prevrous loans under the 
AlFLD program whlch FOES lnher~ted under the terms of the Trust fund 
Agreement FOES IS In the process of developing a polrcy for the recuperation 
of these AlFLD loans 

26,276 

33,275 

276,275 

9,375 

18,750 

2,512,001 

Balance 

-63,949 90 

756,093 00 

-589,820 38 

O/O Saved 

0 00 

96 18 

-88 38 

1 7,640 00 

191,374 53 

26,754 00 

46,795 00 

18,375 00 

2,343,054 19 

8,635 00 

-158,099 53 

249,521 00 

-37,420 00 

375 00 

168,946 81 

32 86 

-475 13 

90 32 

-399 15 

2 00 

6 73 



should be noted that FOES appears to be managing ~ t s  resources in a falr ly 
cost effective manner Because most loans were dlsbursed durlng the last quarter 
of 1993, ~t IS lmposslble to calculate a defrnlte cost/benef~t ratio Nevertheless, 
~t IS clear that FOES has accompllshed a slgnlflcant amount of actlvltles, 
especially In the area of ~nstitutlon-building wlthout expending a large amount 
of funds In fact, FOES has been overly conservative In most fundlng areas 

E Note on Performance lndrcators 

FOES has not devoted much effort to the development of  performance 
lndlcators This IS due in  part, to the fact that the Foundatlon's energles and 
efforts durlng the lnlt lal phases of the Trust Fund Agreement program have been 
devoted largely to ~nstltution-building As already noted, most funds for fleld 
actlvltles were dlsbursed only In last quarter of 1993 For thls reason, FOES has 
not focused attention on ~ndlcators, and thus, has not yet been able to evaluate 
the Impact of ~ t s  actlvltles at the fleld level 

Nevertheless, FOES has the capabrlrty to develop and generate any number 
of  performance ~ndlcators Conversations wl th flnanclal management staff 
lndlcate that the problem IS not whether FOES can generate performance 
~ndlcators, but whrch ones The danger, In their mind, IS that too many rndlcators 
will end up belng proposed and adopted (In accordance wl th the ~ n d ~ v ~ d u a l r z e d  
lnformatlon needs of each of the project managers) whlch will render these 
lndlcators useless At present, FOES IS beglnnlng to conslder a l lmlted number 
of  lndlcators such as the following 

1 Rafe o f  Effecflveness (or Disbursement) 

The Rate of Effectiveness IS a slmple comparison lnvolvlng the percentage of  
funds dlsbursed as compared to budgeted amounts Thls IS useful (according to 
FOES staff) as a rough surrogate for organizations/ effectiveness Uslng thls 
~ndlcator, they acknowledge that the current overall 25% rate of "organlzatlonal 
effectiveness" IS not hlgh They attribute thls low rate of  effectlveness In part to 
the lnlt lal ~nstltution-building work requlred In worklng wl th organlzatlons wl th  
considerable admlnlstratlve deflclencles which have not had much experience In 
project plannlng and ~mplementatlon, particularly in managing funds effectively 
It IS also due to cumbersome project management procedures and the 
Foundatlon's fiscal conservatlsm, as discussed previously In thls evaluation 

The "rate of effectlveness" should Improve as the work wl th present 
beneficiary organlzatlons proceeds, and general admlnlstratlve and f~nanclal  
management skllls Improve Thls lndlcator should also be useful In monltorlng 
FOES' own organlzatlonal effectlveness as ~t proceeds to work wl th  new 
organlzatlons 



2 Cost Benefit lndrcators 

Foundation staff IS also exploring the use of cost beneflt lndlcator(s) These 
lndlcators would be based on disbursements of loans and grants In relatronshlp 
to designated unlt(s) such as famlly, farmers or women to obta~n a ratlo of costs 
to benef~ts, as follows 

Disbursement Unrt 
of loans/grants 

Amount/co/ones famr Iy/women/etc xxx 

3 Other indrcators 

Survey data also suggest that FOES staff 1s prepared to propose a long list of 
lndrcators whlch, according to respondents, could be used to mon~tor  per- 
formance Aga~n, the Issue IS not how many but which lndlcators will best serve 
to measure and monltor performance 

It should also be noted that the development of some of these lndlcators IS 

dependant on the development of a loan control system w h ~ c h  the local affrlrate 
of Price Waterhouse IS supposed to develop for FOES To date, t h ~ s  loan control 
system has not yet been developed due to m~sunderstandrngs of the terms of the 
technical assistance contract 

V Component Ill Improving Labor-Management Relations 

When AlFLD requested support from USAID/EI Salvador for FOES, labor- 
management cooperatlon was vlewed as an Integral feature of the Foundation's 
actlvltles Whlle rt provlded few speclflcs as to the actlvltles envrsloned, FOES 
was perceived as a catalyst for labor-management cooperatlon As noted In the 
AlFLD proposal "there has not been tlme to deflne prec~sely how thls will be 
done In systematic ways, but wrth outslde help as needed, FOES will durlng the 
flrst year devlse a plan for methodically pursulng thrs drstrngurshrng characterrstrc 
and oblectrve The task of FOES will be that of a catalyst In fostering 
commun lcatlon between the two sectors and then In worklng out wlth them 
concrete forms of collaborat~on In projects of self-evldent beneflt to both " 

AIFLDts proposal called for the establishment of a Speclal Assistant to the 
Executive Dlrector who would have spec~al responslbllltles In thls area of labor- 
management cooperation and would coordinate the preparation and execution of 
a plan that was to Include the following 

dlvlslon of tasks among the Board of D~rectors and general 
membership, 

desrgn of a constantly movlng cycle of promotion and 
commun~cat~on, project planning, assessment and dlssemlnat~on of 
results, 



formulation of  prlorlty opportunltles among organlzatlons of labor- 
management to be approached as most l lkely to cooperate and 
wl l l lng  to  experiment and learn new skills of cooperatlon, 

development of semlnars on labor-management cooperat~on to be 
attended by leaders from other countries, and 

a detailed work plan for two years and long-range projections 

A FOES' Labor Management Actrvrtres To Date 

1 Prelrmrnary Contacts 

Because of the fact that FOES has concentrated most of its efforts on the flrst 
two components of the project, labor-management cooperat~on relations have 
been neglected Nevertheless, FOES has taken the lnrtlatlve In a number of  areas 
These activities have been undertaken In the context of plans developed by FOES 
to Improve labor-management cooperat~on, as discussed In the following sectlons 

The FOES Actlon Plan for 1994 calls for greater emphasls on strengthening 
efforts to Improve labor-management cooperat~on lntervlews wl th the FOES 
Board of Directors suggest that some confusion exists as to whether USAID/EI 
Salvador has approved the plan and/or whether l t  supports an actlvlst role for 
FOES In thls area One FOES admlnlstrator lndlcated that he was only Informed 
last December (1 993) that the Democratic lnltlatrves Offlce of USAID/EI Salvador 
was Interested In recelvlng lnformatlon on the Labor-Management Plan of Actlon 

It IS clear that the FOES Plan of Actlon for 1994 i s  a general overview of 
objectrves, accompl~shments and a descrlptlon of crltlcal lmpedlments What I S  

mlsslng IS a working document that Includes speclflc assignments of tasks and a 
management calendar by whlch ~t could be operatlonalized In addltlon, there 
IS no d~scuss~on as to the role that staff tralnlng will play In FOES' efforts to carry 
out the plan, nor the speclflc role of the members of the Board of Directors 

The 1994 Plan of Actlon also has no specrflc reference to the state of the 
labor movement or worker assoclatrons nor the po l~ t~ca l -econom~c  context that 
characterizes E l  Salvador, the Central Amerlcan Reglon, or U S -El Salvador 
relations There IS also no specrflc reference as to what the Foundation has 
learned In its two years of ex~stence and how that knowledge will serve ~ t s  
planned actlvltles 

3 FOES Plan to lmprove Labor-Management Cooperatron, 1993-1994 

The 1993-1 994 Actlon Plan to Promote Labor-Management Cooperation calls 
for FOES to engage In outreach actlvltles to promote labor-management 
collaboration and cooperat~on FOES speclfrcally proposed to organlze a forum 
and three semlnars It also called for a jolnt collaborat~ve effort by labor- 
management In the design and lmplementatlon of actlvltles of mutual Interest 



The plan conslsts of SIX general components, as follows 

A c t ~ v ~ t y  one calls for a clarification of respons~b~l~t ies for the labor- 
management cooperatlon plan It also called for a revlew of the 
Foundatlon's structure, management, personnel, and strategic 
support 

Actrvlty two proposes the creatlon of a labor-management 
commlttee to generate collaboratrve projects and review those 
proposed by FOES staff The commlttee would be responsrble for 
analyzing and approving projects 

A c t ~ v ~ t y  three calls for a survey of service group Interests In labor- 
management cooperation issues 

Actlvlty four calls for the training of FOES personnel to prepare 
them to Implement labor-management cooperation outreach 

Activlty five recommends the restructuring of FOES to more 
effectively manage the tasks lnvolved In the actlon plan 

Act~vi ty six proposes a publlc relations inltratlve to change publlc 
attitudes toward labor-management relations, r e , soclo-economlc 
~mpllcatlons, product~v~ty, role of labor, worker r~ghts, 
technological change, and labor-management relatlons 

Several baslc principles have emerged that can serve as a framework for the 
lmplementatlon of the FOES Plan of Action to improve labor-management 
cooperatlon They Include 

Labor and management must engage In jolnt efforts to Improve 
economlc performance that not only serve thelr mutual interests 
but that of the economlc context In whlch they partlclpate (local 
communrty) 

This collaborat~on can only be accomplished by an Informed 
understandrng of each others' mutual Interests 

Plant-level collaboratlon must be bullt from the bottom up 

lnnovatlons In cooperative labor-management relatlons offer the 
promise of stimulating economlc and social development 

Labor and management must recognize that In splte of historlc 
hostrl~ty, future proflts, job security, and wages depend on thelr 
mutual capaclty to collaborate in solving common problems 
Labor-management collaboratlon i s  not automatrc It requlres 
commitment and plann~ng of strategies and implementation 
actrvities to achieve acceptable and mean rngful results 

As of February 1994, FOES had Implemented the following activities 
involving labor-management cooperatlon 



carried out eight (8) training seminars on topics dealrng w ~ t h  labor- 
management cooperatlon, rnvolving approximately 390 
partlclpants, 

carried out a loan-credit fund with CEPA (the Salvadoran port 
authority) and SIPES (the port authority workers' organ~zatlon) 
which involved a joint labor management operation, rncluding a 
loan portfolio of around 50,000 colones 

made arrangements for U S tralnlng in labor-management relations 
of members of the Board of Dlrectors (rnclud~ng two staff members 
and a legal advrsor), 

provided one week's trainlng in labor-management relations in 
Puerto Rico to the FOES' Executive Director, and 

the Board of Directors have been conduct~ng in-house d~scussrons 
(charlas) involving labor-management cooperatlon 

B Imp lemen fa flon o f  Componenf Ill 

Labor-management cooperation 1s based on recogn ition of the inst~tut lonal 
integrity of both labor and management FOES' effort to serve both labor and 
management sector clients will depend on the establishment of a shared 
commrtment to the FOES Trust Fund Agreement Emphasls must be placed on 
labor-management cooperatlon models at the plant level A vital element 
necessary to cooperation IS a sense of trust and mutual ownership of  the model 
by both labor and management Critlcal to the collaboration IS communication 
that assists the development of a mutual sense of mrssion and understanding 
Experiences In the Central and Latin Amerlcan regron indicate that trainlng of 
both labor and management in communicat~on and joint problem solving results 
In increased cooperation 

It i s  evident that some confusion exists wrthrn FOES as to who should have 
the principal responslbrlity for the implementation of the Plans of Action for 1994 
and Labor-Management Cooperation This confusion stems in part from the fact 
that the FOES leadership, after two years, has not been prepared to initlate a 
proactive set of labor-management cooperation actlv~ties There i s  a sense that 
FOES i s  not unwill ing to undertake labor-management initiatives but that rt needs 
informed, fu l l  trme leadershrp and at the same trme technrcal assistance and 
trarnrng to fulfil l ~ t s  promise USAIDIEI Salvador's support In obtainrng technical 
assistance and tralnlng In t h ~ s  area would be helpful to FOES 

In 1991 F O E S  was described as the flrst and only organlzatlon In E l  Salvador 
to consc~ously take upon Itself the object~ve of d ~ r n l n ~ s h ~ n g  the belligerence 
between management and labor by attempt~ng to rnduce cooperatlon between 
them In speclf~c projects Thls descr~pt~on IS no longer an accurate deprctlon of 
the Foundatron Indeed, lntervlews wlth the Board of Dlrectors suggest a 
consistently hlgh sense of frustration and dlsappolntrnent concerning the absence 
of substantive actlvitles contrlbut~ng to lrnprovlng labor-management cooperatlon 
In El Salvador The shared consensus 1s that FOES currently lacks, for the 
lmplementatlon of the component, the leadership and the requisite skllls One 



Foundatron Board member suggested that i t  had lost its "mystique " Another 
declared that rt had no stomach for the necessary missionary work to fulfrll its 
promise In a hostile, hrgh rrsk envrronment where i t  had more enemies than 
allres 

A more rmportant Issue IS the farlure to trarn key staff, adminrstrators and 
Board of Drrectors members in the theory and practice of labor-management 
cooperatron USAID/EI Salvador's Central Amerrca Peace Scholarshrp (CAPS) 
Labor Leadershrp Program has expended more resources on trainrng and technrcal 
assrstance to advance labor-management cooperation In E l  Salvador than FOES 
These expendrtures rnclude staff development and outreach to drverse labor and 
prrvate sector groups In this regard the CAPS Program has advanced its labor- 
management leadershrp development objectrves wrth more consistency vis-a-vis 
USAID's partrcrpatory democracy objectives than FOES 

VI. O t h e r  Issues 

The Evaluation Team suggests that one of the prrncipal concerns In the 
remaining years of the Trust Fund Agreement should be to focus on FOES' 
sustarnabilrty and the contrnuatron of project benefits after USAlD support comes 
to an end Specrfrc Issues to be addressed rnclude the followrng 

Whrch FOES actrvrt~es need to be contrnued or expanded to serve 
the goal of sustarnabrlity? 

i f  a vrable rnstrtutron-burldrng process IS to contrnue, which 
correctrons should be made and actlvrtres developed or expanded? 

To achreve sustainabilrty under all of the objectrves of the Trust Fund 
Agreement, FOES has to ensure that all "three engrnes" of the Convenlo are 
operationalrzed sr multaneously 

FOES must be restructured on the basis of renewed familrarrty wrth the terms 
of the Trust Fund Agreement and how each component contributes to rnstrtutronal 
sustalnabrlrty Based on its inr t~a l  actlvrties in the labor-management area, FOES 
has demonstrated that rt can continue to pursue new rnrtratives under thrs 
component of the project 

B Women In Development 

Worker assocratrons rn El  Salvador have not generally rncluded women rn the 
decrsron-making process FOES has established baselrne data on each 
organlzatron by gender FOES has also made female partrcrpatron one of i t s  
crrteria for belng consrdered for rts loadgrant program, rt IS evident, however, 
that even farm women's (campesina) assocratrons are led by men 



FOES can Improve its outreach In thrs area However, there 1s no evldence 
that ~t has a speclflc technical assistance trarnlng package to promote the 
development of female labodworker assoclatron leaders Thls 1s an area that 
needs to  be glven speclal focus glven that women are poorly represented In the 
labor force i n  E l  Salvador For example, out of the more than 60 associates 
belonging to  the FOES General Assembly, no more than four are women 

C Management Outreach Actrvrtres 

The Executlve Dlrector suggested that there had been hlgh level discussions 
concerning prlvate sector ~nvolvement In FOES actlvrtles It 1s unclear exactly 
what was communrcated What was clear from interviews wrth management 
members of  the Board was frustratron and d~ssatlsfactlon wlth the Foundatron's 
outreach efforts to the management community FOES staff polnted out that when 
opportunltles for collaboration opportunrtles were ldentlfred, they were rnformed 
that the t lmlng was not rlght, they were discouraged from proceeding w l th  new 
Ideas, and that generally there was no "follow-up" on the part of the FOES 
leadersh~p 

D Drssemrnatron/Network Developmenf Actrv~fres 

lntervlews wrth the Assistant to the Executlve Dlrector who  had 
responslbll~tles for lnlt iatlng outreach actlvltres wlthln San Salvador and 
rnternatlonally, lndlcate that extensrve efforts were made to  publlclze the 
Foundat~on's exrstence and its work In E l  Salvador Unfortunately, there was no 
follow-up to  these actlvltres by elther the Executlve Dlrector or the Board of  
Dlrectors As a consequence FOES has a llmlted relatronshlp to other local and 
International entitles carrying out srmrlar work In E l  Salvador A related 
lnh lb l t~ng  factor In the development of a drssemlnatlon and outreach strategy vls- 
a-vls comparable counterpart organlzatlons and potentla1 donors, was FOESf stll l- 
weak track record at that tlme 

It IS the opinion of the Evaluation Team that the Board of Drrectors was not 
effectively mobilized to partlclpate In thls effort Thus, there has been mlnlmal 
effort taken In dlssemlnatlng the FOES mlsslon and actlvltles, or advocating 
prrncrples of labor-management cooperation 

The FOES medla frle, whlch contalns approximately nine artlcles, reflects 
FOES' mlnrmal efforts In dlssemlnatlng lnformatlon on the organlzatlon's work 
Flve of the artrcles exp la~n the o f f ~ c ~ a l  establlshrnent of FOES as a foundation 
Two are personal "oplnlons to the ed~ to r "  artlcles written by the Executlve 
D~rector, and two cons~st of descr~pt~ons of FOES There are no  current medla 
pieces descrrb~ng FOES more recent accompl~shments or spec~frc Interests In 
promoting ~mproved labor-management relatrons 

A June 1993 USAlD evaluatron of AlFLD described the limlts of  outreach that 
confronts FOES, as follows 



"Interviews with private sector entrepreneurs who were linked 
init ially to FOES with some union leaders have given the 
impression that FOES for various reasons does not enjoy 
sufficient credibility in either sector Among the reasons for 
lack of confidence on the part of the private sector i s  the 
presence and role of AlFLD " 

Ironrcally, the vrsrble limitatrons of FOES In terms of management outreach 
are not unfamrliar or surprrslng since they reflect some of the very shortcomings 
manifest in the underdeveloped trade union community in E l  Salvador In the 
words of AlFLD staff who participated in the creation of FOES, the creation of the 
Foundation i s  justified due to 

"[Albsence of a known tradition of self-support, inexperience 
in democratic procedures and managing resources, organ iza- 
tronal conflicts arising in good part from personalized and 
centralized leadersh~p I ~m I ted access to resources 
financial, technical, managerial technological, and, in 
consequence, inadequate capabrlities to utilrze well those 
resources which may be available " 

E FOES Envrronmental Project Management 

In its 1994 Action Plan FOES indicates that, given its mandate to 
strengthen~ng worker associations at the local level, i t  I n tends to focus attention 
on the protectron and preservation of the environment As of the time of the 
evaluation, FOES had implemented the following activities in the environmental 
area 

Organized approximately 84 events (including seminars, discussion 
groups, and workshops on pesticide use and control involving 
approximately 2,500 participants from cooperatives and campesiino 
organizations 

Implemented a program involving the collection and analysis of 
more than 100 samples of soil, blood and water to determrne the 
incidence of toxicity 

Grven rts network of rural worker associatrons such as ACOPAI and CTG, 
FOES has the network to advance self-help environmental protection and 
preservation activ~ties In urban/rural sectors Activltles that m ight be served, 
particularly In the context of labor-management collaborat~on, include 
reforestat~on, waste processing, lmprovlng river water quallty, canals, community 
sanrtatlon, environmental educatron, housrng projects, formulat~ng energy 
conservation projects, and agricultural d~ve rs~ f~ca t~on  

FOES recently completed a comprehensive effort to infuse its outreach efforts 
to worker associations with a commitment to comply with USAlD Misston 
Environmental requirements A new staff person was recently contracted to 
conduct the necessary analyses 



VI I Summary Findrngs, Conclusrons, and Recommendaf~ons 

A Assessmen W o n  cluslons Regarding FOES' Strategy 

One of the p r ~ n c ~ p a l  f ind~ngs of t h ~ s  evaluat~on IS that FOES' strategy has had 
a major Impact In ~ t s  abrl~ty to ach~eve the objectrves of the Trust Fund 
Agreement As we have seen, FOES' developmentalist, ~nst~tutron-building 
approach IS based on the need to mot~vate, mob~ l~ze,  and educate workers rn 
pract~ces of self-help and participatron rn decrs~on-mak~ng processes ~ n v o l v ~ n g  
soclo-economlc development a c t ~ v ~ t ~ e s  It i s  not enough to address basic human 
needs objectives, the FOES approach d~ctates that more fundamental needs should 
be addressed such as the need to create and establ~sh sustarnable ~nst l tut~ons and 
the concom~tant sk~l ls and mot~vat~on of ~ t s  rndrvrdual members 

The evaluat~on thus concludes that the approach adopted by FOES IS 
approprrate to the extent that, as an ~ns t~ tu t~on-bu i ld~ng approach, ~t recognizes 
the need to prepare, motwate and educate low-lncome Salvadoran workers to 
enable them to use resources more effect~vely on a susta~nable bas~s FOES' 
institution-building act~vrtles rn the early phase of the project are necessary to 
promote the enhancement of worker organizations and the skills and mo t~va t~on  
of t h e ~ r  ~ n d ~ v ~ d u a l  members for eventual part~c~patron In the formal sector of the 
economy, as well as to promote the d e f ~ n ~ t ~ o n  of new forms of labor-management 
cooperatron 

A related f ~ n d ~ n g  of t h ~ s  evaluat~on IS that the FOES strategy has not been 
eflectrve rn delrverrng resources to Intended project benef~crar~es T h ~ s  IS due to 
the fact that FOES act iv~t~es have been heavily focused on ~ n ~ t ~ a l  preparat~on and 
educat~onal ~ n ~ t ~ a t ~ v e s  and less on resource delivery, 1 e , on lnstrtut~on b u ~ l d ~ n g  
as opposed to resource delivery As h~ghl~ghted In thls evaluat~on, FOES 
encounters the fo l low~ng organizational d~lemma should FOES focus on 
inst~tut~onal  development and del~ver fewer resources or, alternat~vely, should 
FOES focus on resource dellvery and risks the long-term sustainab~l~ty of the 
project? This IS a critical management rssue that FOES needs to address 

It 1s thus recommended that FOES obta~n techn~cal assistance to ass~st the 
organizat~on In f~nding the proper mix between ~nstitutronal development and 
resource delivery object~ves In the remalnlng years of the project 

B Component I lnst~tut~onal  Development 

The evaluat~on found that there 1s a general consensus that FOES'  Board of 
Directors lacks suff~c~ent representatron from management (empresarro) 
organizat~ons It 1s recommended that efforts be made to rectlfy thls sltuat~on In 
order to promote better labor-management relations 

The evaluation also found that FOES ~ni t~at lves In trarnrng its own staff, as 
well as those of benef~c~ary organlzatlons was constrained by the lack of an 
overall t r a ~ n ~ n g  strategy It 1s thus recommended that FOES Increase its t ra~ning 



r efforts, particularly In the labor-management cooperation area, and that these 
trarnlng lnltlatlves be conducted wlthln the context of a tralnlng strategy 

FOES would also benefit from technlcal asslstance to deftne organlzatlonal 
funct~ons In general, with speclal emphasls on FOES' p lann~ng funct~ons to 
prevent uneven dlstrlbutions of workloads 

FOES has contracted a varlety of outslde consultants to provlde technlcal 
assistance Unfortunately, there has been an obvlous lack of commun icatron 
between staff and consultants to date resulting In the development of 
lnapproprlate systems In some Instances Also, as FOES has llmlted experience 
In managing contracts, there have been mlsunderstandlngs whlch resulted In 
deflclencles In the dellverables prepared by technical assistance providers In the 
future, all technlcal asslstance actlvltles should be based on consultation with 
FOES staff, and should also include provisions for ongolng, or perlodlc tralnlng 
FOES should also explore the possibility of obtainlng techn~cal assistance In 
procurement and contract management from USAIDfEI Salvador 

Finally, the evaluation team also found that FOES' project management, 
although basically sound as a mechanism to channel resources to the beneflcrary 
organlzatlons, IS overly bureaucrat~c and cumbersome Its cumbersome nature 
has contributed to FOES' llmlted effectweness in the dellvery of resources to the 
target population It IS also recommended that FOES review its d~sbursement 
procedures whlch have tended to be overly conservatrve In particular, ~t should 
examine optlons to Increase d~sbursement on a quarterly basls as opposed to the 
current practrce of dlsburs~ng funds on a project-by-project basls 

C. Componen f 11 Development Program for Worker Organ~za fions 

The evaluatlon team found that FOES devoted considerable lnst~tutlon- 
bullding effort to asslst eleven worker organlzatlons or federations (centrales) 
through a comprehenswe package that Included hardware (personal computers 
and peripherals), software, technlcal asslstance and tralnlng In the use of the 
equipment and software 

The evaluatlon team concludes that, desplte continuing defic~enc~es, FOES' 
efforts wlth worker organizations have led to the beglnnlngs of an admlnlstratlve 
and flnanclal management ~nfrastructure in the beneflclary organizations on the 
basis of which these organlzatlons can base future growth and expansion 

It IS recommended that FOES reinforce and expand this effort In the 
remaining years of the project through technical assistance and training (This 
may require a modification of the FOES' budget to Increase llne Items allocated 
for professional servlces ) Continued technlcal assistance and trainlng i s  essent~al 
given the st111 fragile nature of the adrn~n~stratlve systems currently In place 

With regard to FOESt program of loans and grants, the evaluatlon found that, 
although FOES has a well-developed system In place (lncludlng the development 
of the necessary procedures and manuals), FOES' record at present reflects a very 



low rate of effectrveness FOES srmply has not been effectrve in  delivering 
resources i f  one is to judge on the basrs of disbursement rates averagrng 2 5 %  

This low disbursement rate IS due partrally to the strategic approach followed 
by FOES i n  the init ial phases of the project whrch has focussed on institution- 
bui lding and develop~ng the administrative infrastructure (of FOES, as wel l  as 
those of  the beneficraries) Nevertheless, other factors such as the absorptrve 
capacrty by beneficiaries (and fears of assumrng loan commitments) also prevent 
higher disbursements 

It IS recommended that FOES review rts drsbursement procedures In light of  
its "organizational dilemma" hrghlighted in this evaluation weighing institution- 
bui lding objectives versus more concrete resource delrvery objectives 

As previously mentioned, i t  IS also recommended that FOES review its 
cumbersome project management procedures (rncl uding flscal ly conservative 
drsbursement polrcies) w i th  a vrew to increasing its delivery of resources to 
project beneficraries wlthout jeopardizing project resources It was found that 
FOESr funding portfolro IS not sufficiently diverse In terms of  actrvrties and 
beneficiaries 

The team found that FOES had no operational performance indicators to 
assist in  identifyrng problem areas or assessing project rmpact As i t  gains more 
field experience wi th rts program, i t  should also develop and adopt performance 
lnd icators 

D Component 111 Improvrng Labor-Management Relations 

One of the principal frndrngs under Component Ill IS  that the FOES 
leadershrp lacks strategrc pol icy directron with regard to labor-management 
cooperation Although FOES has undertaken several labor-management 
initiatrves, i t  has not effectively integrated labor-management cooperation 
activities to achreve the objectives of the Trust Fund Agreement 

From the outset FOESr founders believed that labor-management cooperation 
activltres constituted both a general and specrfrc objective of the Foundation It 
was vrewed both as a means and as an end in rnstitutronal development and 
program implementatron The FOES Board of Directors and Executrve Drrector, 
as wel l  as key administrators, acknowledge the need to improve the labor- 
management cooperatron outreach program at t h ~ s  point In the l i fe of the Trust 
Fund Agreement 

In sp~ te  of the requlred subm~ssion of a plan of ac t~on  for lrnprovlng labor- 
management cooperat~on, lntervlews suggest that there IS no consensus as to how 
FOES should proceed In thrs spec~ f~c  area, or how ~t relates to self-sustainab~lrty 
and instrtutional development 



, 
% The Evaluation Team proposes the followrng recommendat~ons 

1 The Evaluatlon Team proposes that, based on its recently amended 
statutes, FOES convene the General Assembly to conslder the establishment of a 
reconstltuted Board of Dlrectors that would, In turn, explore a more collective 
partlclpatlon by a broader base of buslness and labor groups A reconstltuted 
Board of Dlrectors could be organized to rnclude a Project Rev~ew Commrttee 
under the Board of Dlrectors whlch would have functions and respons~b~ l~ t~es  to 
revlew projects proposed by busmess and labor advisory counc~ Is These 
committees would be responsible for generating proposals to advance Trust Fund 
Agreement objectives at the plant level Thls proposal for the reconstrtutron of 
the FOES Board of D~rector IS based on the Evaluatlon Team's bellef that the 
exlstlng FOES structure excludes rather than encourages part~c~pat lon of both 
management and labor The slmple reallty IS that FOES cannot fu l f~ l l  its 
respons~bi l~t~es under Component Ill of the Trust Fund Agreement w~ thou t  the 
involvement of the management community 

The restructurlng of FOES could colnclde wlth the return of labor- 
management partlclpants from tralnlng In the U S and Costa Rlca under the CAPS 
and other slmllar programs These partlclpants have been exposed to exlst~ng 
models of labor-management cooperation and, In accordance wlth the terms of 
their tralnrng, are oblrged to share lessons learned and engage In follow-up 
actlv~tres In E l  Salvador 

The evaluators belleve that a restructuring of the Foundat~on IS cons~stent 
with the 1994 Actlon Plans subm~tted by FOES to USAID/EI Salvador 

A proposed model of a restructured Foundat~on IS Included as an attachment 
(see Annex 4)  

2 FOES must take lmmedrate steps to develop a work plan that 
operatlonallzes Component Ill of the program Th~s  work plan should Include 
cooperatwe models at the plant level to demonstrate lessons learned, part~cularly 
from returning CAPS scholars An evolvlng polltlcal-econornlc context In 
E l  Salvador and Interests on the part of the management-labor comrnunrty as well 
as among Interested members of the Government of El Salvador, suggest that a 
restructured Foundat~on would have multlple opportunltles and support to 
promote labor-management cooperation 

3 USAID/EI Salvador should defer action on FOES' proposal to establrsh an 
endowment fund untll the Foundat~on has been restructured and a revlsed work 
plan addressing labor-management cooperation and sustainab~llty has been 
prepared 

4 FOES staff needs in-house sesslons to re-acquaint themselves wlth the 
terms of the Trust Fund Agreement A summary status of the Trust Fund 
Agreement should be prepared and dlssemtnated to all General Assembly and 
Board of Dlrectors members, staff, and current and prospective cllent groups I t s  
new statutes should accompany ~ t s  outreach information 



5 It IS recommended that FOES convene a forum on natlonal labor- 
management cooperatlon models This forum should Include local and 
lnternatlonal entltres whlch share FOES' Interest In furthering labor-management 
cooperatlon Also, the forum's purpose would be to incorporate CAPS 
partlclpants In both labor and buslness Initlatlves, dlssemlnate lessons learned, 
and consider cooperatlve models of labor-management cooperatlon In El  Salvador 
at the plant level 

These recommendat~ons are made wlth the objectwe of encouraging FOES 
to recreate and  re-rntroduce rtself to the broader Salvadoran labor-management 
community To thls end, ~t must train and dlrect ~ t s  staff and evaluate thelr 
performance In order to optlmize thelr service to the overall objectlves o f  the 
Trust Fund Agreement 

E An Emergrng Framework for Labor-Management Cooperafron rn 
El Salvador 

The MSD Evaluation Team has determined that FOES IS on track In meetlng 
overall Mlssron and project objectlves as outllned In the Trust Fund Agreement 
wrth the exception of  ~ t s  more modest actlvltles related to labor-management 
cooperatlon 

Complex economic changes in E l  Salvador and throughout the Central 
Amerlcan Reglon are transform~ng the traditional roles of  employers and 
employees The Trust Fund Agreement wlth FOES should be utl l lzed to promote 
a better understanding of thls process In E l  Salvador The Agreement can play a 
unlque role In exploring current and future labor-management cooperatlon 
strategies and promote natlonal debate on how a new framework and pollcles can 
be developed 

Both FOES and USAID/EI Salvador should have a speclfic ~nterest In the 
Impact of labor-management relations on the ongoing process of po l  ltlcal 
democratlzatlon and a rapldly dlversrfylng natlonal economy, and transmrttlng 
that basic rnformatlon to ~ t s  cllent and affected groups 

Glven ~ t s  mandate, no other entity In El  Salvador IS better sulted or funded 
to explore cooperatlve models of labor-management collaboration To the extent 
that FOES offers the posslb~lrty of promoting Improved labor-management 
cooperatlon, FOES can contribute to national efforts to advance competltlon and 
productivity wi th in sectors of the Salvadoran economy Also, FOES offers the 
promise of the development of human cap~tal sk~ l l s  In planning, communlcatron 
and labor-management theory and pract~ce that w ~ l l  advance labor-management 
cooperatlon in El Salvador 



NNOACION OBRERO-EHPRESPRIAL 
SALVAWRENA (F 0 E S ORGANIGRAMA FUNCIONAL 

Jmta General '7 
Llc Joaquin Morazan B 
Presidente Junta Direct 

Director EJeCUtivo Ext 21 

Lorena de Aleman 
Secretaria Ext 23 

Lic Mina de Henriqueuez 
Jefe Administrative 

Srta Silvia E Figueroa 

Llc Gustavo Mot ina 
Gerente de P D P 

Ext 19 

Srta Ana Ester Ordoner 

Lic Otto Erie Vidaurre 
Sub Jefe 

1 tolaborador ~ecnicol 



CUADRO RESUMEN DE LAS JORNADAS DE CAPACITACION REALIZADAS YIO EN EJECUCION 
POR LAS ORGANIZACIONES LABORALES 

QUE HAN SIDO FINANCIADAS POR FOES DURANTE 1991-93 

Numero 

1 

2 

-- 
3 

4 

5 

6 

7 

- 
8 

9 

10 

ORGANIZACION COORDINADORA 

NOMBRE DE LA 

JORNADA 0 EVENT0 

Capacttacton en Fomulact6n y 
Admtntstracton de Proyectos 

Semmar~o Taller Manejo Adecuado 
de Plagutctdas 

- 

Semmar~o Taller M a n e ~ ~  Integrado de 
Plagas 

< urso Complenmenlano sobre Manejo 
Adecuudo de I lagulctdas 

< ultura 1 oltt~ca Nc~utac16n y 
Elecct6n 

Admmtstrac16n de Presupuesto 

El ordenamtento laboral salvadoreno 
desde una p. swcux a detnchratt~a - --- 
kmpovo Inter ftrn~rtcano de 
Krlac~oncs Industnalzs 

\cmmarro sobre fomiulnc~on 
e\alua~lun y gercncral de proyecto 

Admon de Proycctos 

CAPACITADORES 

RESPONSABLES 

CONSADE S A de 
C v 

Glorta Rut Calderon 
R GonzAlez 
Wtlfredo Escalante 

Vartos Tkntcos de 
CENTAIFOES 

- 

Ing Rooqevel Cion7al~z 
Ing Mar~cela de Alvadaro 
Ing Salvador Fuentes 
Ing maurlcto Mendoza 
Ing Marto Melhdez 

lJCA 

LIC LUIS Ram611 Gondlez 

Trbelta Huerta 

Rodolfo Port1110 Rosas 

FOES 

ORGANIMCION 

CAPACITADORA 

CONSADE 

FOESICENTA 

MAG 

Dtrecct6n de Santda 
Vegetal y Anma1 

UCA 

FEPADE 

UCA 

- 

FEPADE 

ORGANIZACION I No PARTICIP I COSTOE 1 UBICACION I FECHA 

B M F l  ICIARIA 

/FOES ACOPAI SUTC 
I ISICORA COT LTT 

Var~as Organtzactones 
Centales ADECOAS 
ACOPAI CTS 
FACOPPADO 

Tecn~cos y para tecntcos de 1 21 1 21 1 2 122 00 1 Cmta San Andres 1 2 9 ~  

PRO 

20 

T6cntcos y para t&ntcos de 
organtzac~ones 

25 

ASIS 

20 

25 

C O T  
SIPES 
C T S  

FESINCONSTRANS 
ACOPAI 

23 

Ing Delmy LmarcslFOES p 
Sr  V~ctor 
Vaqu~rano/Fesacora 

2 200 00 

34 

11 

18 877 30 

2 

San Salvador ( FOES ) 

15 900 87 

11 

AbriV93 

Ccnta San Andrcs 

Sal6n dc Scmmanos dc 
FEPADE 

Uluvcrstdad J S Canas 

Rep Domm~cana 

Ofic~nas de FOES 

LIC Otto Vtdaurre / 
A( Ol'AI 

1 
1 

3 y 7/5/93 

Hotel Alameda San 
Salvador 

2 200 00 

17 JuU93 

11/01/93 y 
2/2/93 

8 a1 
11/2/93 

63513030 

6351321 

6351370 

6351438 

7 a1 
11/6/93 

C 1 950 

EM) M) 

4 1 780 
L 

C13 350 

1 

6351439 

San Salvador 

1 

AgosloI93 

2 

1 

20 

LIC Olio Vtdaurrc I tc f 

GILL ly Cmw. z D o h l ~  

C 3 900 

2 

i 
H a l  Pres~dcnte. 

Dr Tenono / 

25 26 
27/2/93 

1 

Pcrqtmal de FOES y Org C/ 
Laborales 

20 



Conceptos fundamentales del dcrccho 
agrarto y su apltcaclon 

Capacttacton de computact6n 

Curso MS DOS 

Control dc calldad & prod frescos 
para el rnercado Eurowo 

Escuela Arnencana 

Escuela Amcncaoa --I-- 
CENITEC 

I OMEGA 

Emprcsanos 
Juventles 

Mchel Pashc I cOeXPORT 

Depto Adrmtustrattvo 
D1rcect611 Ejecuttva 

D1ncct6n Ejccuttva 
Depto deProycctos ,/ 
Deoto Adm~n~strattvo 

C T S  

- 

Fesacora 

ACOPAI 7 
- 

UCA Duccct6n Ejecuttva 
Depto Admon 

Curso dc hgl ts  Escuela Arnencana Depto Admm~strattvo 

Hab~ltdadrs cn las relasones obrero Carlos Morales FEPADE Ltc V~lma de Flamenco 
patronales 

- 

Curso de Lotus Emp Juven~les Emprcsanos SPES 
Juvenllcs de 
Sonsonarc 

Curso de Ingles Escucla Americana Escuela Amcncana LIC dc Hennquez 

Curso de Inglb UCA UCA Sra dc A l a n L  v 

Curso de lngles Es~uela Amcncana Escuela Arncncsna Admon y F~naruas ' 
Curso de MS DOS Univ J Matias D U n ~ v  J Manas D FESINCONSTRANS 

SIJTC 
o'Ir1 s 
FEDWAS 
FI.\ACORA 

Curso de lngies E%uela Amcncana ~ s c u e l a  Amencana Dcpto Admmlstratwo 

Curso de Word Perfect Empresanos Juvcn~les Fmpresanos SIPCS 
Juveniles 
Sonsonate 

Curso dc lngKs UCA \ 'CA Lorena de Alemh / - - - - 

Eseuela Amencana 
$1300  

1 1 6884435 C2 1267 OMEGA 

5 5 6884455 C 650 EmprcsanosJuventlcs 

- - -  

2 IT r 6884466 1 7 400 1 Haw El Salvador 

2 1 6884505 C 470 UCA 
1 

1 1 6884514 C 300 Escuela Amencam 

1 1 6884512 C 2 OOO Hc&l Cam~no Real 24 25 26 
J d 9 3  

2 2 6884500 C 970 Escuela Amcncana 

; ; 7576519 C 1460 Escuela Amencana 

Agostd93 
7576530 C 955 Fwresanos Juvenllcs 

Soasanate 

1 I 1 1 6884667 1 c 600 1 Hdcl El Salvador I 



- 

Fraude y cormpcr6n en el gobleno 

- -- 

LIC Laura de Osono , Hotel El 
Salvador 

Asoc 
Interamencam de 
Contab~ltdad 

Las Perspecttvas de la Caficultura Ing Ruben Pmeda 
Dr Rodolfo B0rjaS 
Ltc Carlos Orcllana 

CENITEC Ltc On0 Vldaurre 
Ing Delmy Lmrea 
Isalas Rlvcra 

Hotel El 
Salvador 

ANEP Dr Tenono Congreso Cenlroamer~cano de la ltbre I 
Ltc Martmez 
Ltc dc Osono 

Camara de Mama  Melgar 
Comerclo 

Hotel Semmarto SllVA I LIC Carlos Abarca G 
Prestdente 

Redacc16n modema para ejecut~vos L a  Amada de Franco Cama de 

Desarrollo organ~zac~onal LIC Jose Salv Molma Camara de 
Comerc~o 1 

- -- 

Ltc de Osono 
Ltc de Flamenco 

Camara de 
Comerc~o 

Admon de documentos para secret Sr Carlos Cabrera Lorena de AlamPln 
Anable Paz 

Jornada profeslonal para secretanas I LIC Alfredo L6pez Hotel 
Presldente 

Hotel 
Presldente 

Unw Don 
Bosco 

MIAMI 

Leopoldo Barno Sra Lorena de Aleman 
Nuevo y Asoc 

Practtca sobre IVA LIC Rtcardo Mendoza Estrat6gglas Stlvta Ftgueroa 
Empresanales y C 

Curqo de Lotus Unlv D m  Bosco Ltc Contreras I 
Fundac~m Dr Tenor10 

el Desarrollo 

FUSADES ACOPAI FUSADES 

Hotel 
Pres~dente 

Hotel Cammo 
Real 

FUPAD 

Prod y exportacmn de chlk jalapcno - 
'3s 68 

Adoion de F u n ~ ~ o n  Contahlc FLPADE I I tr I a d  Martmez 

LIC loqe Re-on 
F e m m d ~ z  

Ing Carlos Wagner 

oleg~o de 
Contadores 

VIIl Congreso INCAISTA 

I IC laurc dc Oqono 

Hotel Cammo 
Real 

INCAE 
I 

L a  Vtlma de Flamenco 



Annex #3 - Summary of Loans/Grants made by FOES 

Organxzatxon Name/Actxvxty 

ACOPAI 

ROTATING FUND 

LA CARBONERA COOPERATIVE 

SANTA TERESA 

INDEPENDENCIA 

PROMOTIONAL EQUIPMENT 

Loan 
Authorized 

Loan 
Dxsbursed 

Grant 
Authorxzed 

Grant 
Dxsbursed 

- 

COOPERATIVE SAN F MIRALEMPA 

ACCOUNTING TRAINING 

DEVELOPMENT PLAN COORD 

I 

SIPES 110,000 

I 
ROTATING FUND 110,000 

COMPUTER SYSTEM 

' EDUCATIONAL SUPPORT 

13,186 

CGT 

COOPERATIVE ESPERANZA 

ATME 

COOPERATIVE EL PELICAN0 

COOPERATIVE MTJN EMPLOYEES 

INSTITUTIONAL SUPPORT 

WORKSHOP 

ADMIN PERSONNEL TRAINING 

TECH , MAN , & ACCTS TRAIN 

COOPERATIVE ESPERANZA 

FACILITY CONSTRUCTION 

COMPUTER TRAINING 

288,015 

60,015 

111,466 

73,200 

43,334 

210,015 

60,015 

33,466 

73,200 

43,334 

357,389 

123,292 

234,097 



I Organization ~ame/~ctivity Loan I Authorized I Disbursed 

COOPERATIVE ARUBA 

FEDECAS 

TECHNICAL SUPPORT 

I S W C  I I 
LABRATORY DEVELOPMENT I 

1 DEVELOPMENT PLAN COORD 
AFFILIATE TRAINING 

MANAGEMENT TRAINING 
I I 

ADMIN AND TECH TRAINING 

CTS 

INSTITUTIONAL SUPPORT 

AFFILIATE TRAINING 

FESINCONSTRANS 

INSTITUTIONAL SUPPORT 

PROMOTIONAL EQUIPMENT 

DEVELOPMENT PLAN COORD 

ADMIN & TECH TRAINING 

INDUSTRIAL PARK DON BOSCO 

TRAINING OF 450 MEMBERS 

I I 

TOTAL 1,934,221 1,685,935 



D P O S E D  STRUCTURE FOR A NEW FOES 

General Assembly 1 

Cooperatwe relatrons at the 

Plant Level 

Project Rev~ew Comm~ttee : 

Labor Management actlvltres 

at the plant level In various 

- 
L,. . .. - .  . .. . 

Rev~ew Project Proposals Submlted 

and make reco ndatrons for approval 

- 

1 economic sectors 

t 

Determrne Technical 1 
Assrstanceltra~nmg needs P Execut~ve D~recfor 1 Deterrnm technical ass~stance/tra~n~ng 

t Employer t Labor 
group Group 

- Generate Proposals for Generate Proposals for 

Withrn Group related to r of Unlon sector In Labor Management 

labor management relatrons I relat~onslcooperatwe models at the 

theory and practices at 

Company/Plant level I Plant level 

1 
FOES Technrcal Staff 

Develop FOES A ~ t l ~ l t l e ~ / P r ~ j e ~ t ~  Approved by the Board 
In response to proposals subm~ted by Employer and Labor groups 
Develop Tramng of FOES staff In Labor-Management Cooperat~on 
Develop Specrf~c Tralnrgn needsiprograms for employerllabor groups 
Manage outreachltechnlcal assistance programs 



Xn Gma 199 1, the Salvad~rwn Labor -bdanagmmt Foundation 
(FOES) was formed The i n i t ; b w L  funding fos FOES came from the 
Americetn Znartitute aP FWts Labor Davehgnrent (AIFLD).  

* Deveslapm@nk ~;soc~-k~arkcsr-t FOES will 
~ a o l a t  vaaktas organiaationw i developing o r g ~ i e a t f o n a l  and 
I n C ~ v f  dual ekills for awrrying out pr io r i t y  g r o j  e a t s ,  under this 
acsz~alnent FOES will make loans, and/or grrarntgl and will provide 
tec-y~hdcal assistance and training only through a oomgrmhsneive and 
LAT-:PS~E paakag~  sf  assistaaca that andudee project preparation, 
2 = c r ~ 5 i l i t y  sizudies, materials, technPeaP aasistetnw aad training. 
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obj actives, identify rlmenke eonretraPning its succsmjful 
exeautum, and report  lesaona learned to date. 

The evaluation will be ueed as an independent awurrusment of 
the validity o f  i h l p  approach ta supporting t l ~ ~ a a a r a t i c  labor uniana 
In HA 9alvwdor. 

I 
Tha Contraator will repart its findings, present 

conoluaians that  are baaed on the Eindings, point aut axamplam of 
nste-wartlay rracromplishmenks, and reaomarad izuproveanente and/or 
uhwnges based on the overall evdluakion exercise. Finally, thm 
contrscst=oz LU a x p c t e d  to list and briefly d~acuau leimane Learned 
that m e r g e  from tha malyaie.  

Specifically, the Conttnctor shall undertake khe following 
actAv9kfes: 

A. Waaaaa whether F0EBr atratrrgy is apprapriata and 
&f%active, whether the goals and objectivms arm relevant and are 
being met, and whether the operating procatluraa are relevant and 
sgsfective for strategy impl91#&ntaticvn and goal achievement. Xf 
a t n d i f ~ a a t i o a ~  are  racommended, detai l  what t h e m  are. 

B. Evaluate the effectivenese of methodologies and 
technxquem ueed by BOEg to implarrrent activities. 

C. Evaluate FOES' educational and promotfonal 
act$vitA.se, including training and publioatians. With respect to 
~refn~ng, nerpcss;rB whetther they have a formulated strategy, are 
fecu~ed and ekfest ivo,  and i f  tha p r ~ m n t a t i o n  i f l  app#apriata to 
aaeomplish t he i r  stated obj ectivm . A l s o  anaenff the ovarall raginat 
of their &raining, 

E. Assasa whethwr FOES hwo aggrogrfata indiaat~rs and 
cc?amrnts~ enough ~ t w t i a t i c s  to evaluate the impact of i t a  
3ctLvitiee and to pinpoint wpscifia problem arsaa an4 i f  needed, 
reemmend what indfaatoro FOES should i a c o q a r a t e  i n  i ts  regular 
mcmicoring ackdvitias. 
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8 ,  Asseee whather the currant mix o f  technical 
a~sistance and trazning f o r  the FOEB wtaff is adequate. Recormand 
areao where modificatlanm OF addifdona should be ma&. 

G. Exmine the relrntionf~lhip o f  FOE8 arltivi t i w  t l o  other 
laaal and internatiansl entities who carry out nimilsr work i n  E l  
Salvador, iolaluding other ATD natrvatr8U . AcromUU the sff ec tiveneee 
sf camanmication betwam FOE8 and theee organf zatiana. Recamend 
any appxowcrh kc, improve formal e r  i n f m m l  linkagere with them 
orgwninations. 

K, Evaluate $QESr rolationehip to union8 and the 
private nectar, and recommend approachee far improving these 
sAwtionahige. 

17, Evslalulate the overall impact of FOESf activikiee 
znr,LudLng c r a d i t ,  microenterprise md village bank aol;ivit iaa, 
D ~ t a m f n t s  whether FOE8r k~ctivitiraa will have an impact: on the 
pcxa~ibi , l i t i es  f o r  self-sufficiency of the worker organizations they 
work with. Cite mpeaiffa ~~hia~WII89nt~r ~d quantify inygwat and 
~ c ~ o m p l i s h m m t e  whexe poseible. 

a. Evaluate whether the project  is an track in meeting 
p x u j ~ c t  slajeot;bvse as wall as o v e r d l  Zail~~ion B t r ~ t r g i o  Obj ecrtivaa 
ac ~tznced in the FY 93-97 Program Objectdvee Document. 

J 


